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Executive Summary

Background and Rationale

Traditionally, A.LD.’s strategy for providing family planning scrvices has been to
work chicefly with the public sector (governments in developing countries) and, in the
private sector, with private voluntary organizations (PVOs). By the early 1980s it had
become apparent that this strategy would not be adequate given, on the one hand,
rapid population growth and irncreased demand for family planning services and, on
the other, reduced allocation of public resources for healti; and family planning.

This set of realities, together with a new general A.LD. policy to work with the
private scctor, led the Office of Population (S&T/POP) to consider experimenting
with new ways to incorporate both the skills and delivery channels found in the
commercial, for-profit sector. A few earlier A.LD. initiatives with the for-profit sector
(as well as those of other donors and some private firms) suggested that a more
comprehensive private scctor approach might have a significant impact on incrcasing
contraceptive use.

At the same time, the Office of Population was also eager to help PVOs working
in family planning to become more efficient and businesslike as the availability of
international and national funding for family planning continued to decline.

The Enterprise Project: Scope and Objectives

To address these two concerns, and to encourage "private enterprise” approaches to
family planning service delivery, A.LD. authorized the Family Planning Enterprise
Project in September, 1985. This is a five-ycar project with a budget of $27,016,355
in grant funds.

The project purpose as stated was "to incrcase the delivery and use of acceptable,
affordable family planning services through the private sector.” The project comprises
two components -- a PYO component and a commercial (for-profit) component --
each with different strategies and slightly different objectives.

The objective of the PVO component was "to introduce or rcinforce uscful business
skills into existing private family planning organizations, primarily private voluntary
organizations” (PVOs), especially local nongovernmental organizations (NGOs) based
in developing countries. Subprojects were to be designed to expand PVO coverage.

The objective of the commercial (for-profit) component was "to combine tricd and
new approaches to integrating the provision of family planning products and scrvices
into: (a) existing profit-making commercial channels and (b) employee benelfit plans.”
The outcome was to be expansion of market-based family planning services with
many of the costs absorbed by profit-making commercial markets. Local PVOs were
expected to co-program and co-finance some of these activities.

A contract to implement the project was signed between the Agency for
International Development (A.LD.) and John Snow Inc. (JSI) in consortium with
three subcontractors -- Birch & Davis Associates, Inc., Coverdale Organization, Inc.,
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and John Short & Associates, Inc. Responsibility for the project was placed in the
Family Planning Services Division of the Office of Fopulation.

The contract specifies as major deliverables 80 subprojects--contract agreements made
by Enterprise with private-sector entities in developing countries to carry out some
activity related to family planning (service delivery, research, etc.). According tc the
Project Paper, "the end-of-project status by which to cvaluate whether the project
purposc has been achieved is increased contraceptive use and prevalence attributable
to the subp:ojects developed.” Other contract deliverables are workshops, training
modules, and person-months of technical assistance.

Purposes and Methodology of this Evaluation

This evaluation is being conducted during project year four with about one and a
half years remaining in the project. Its purposes are: (1) to examine whcther the
project was designed in a way that will permit it to meet its objective of developing
and expanding family planning service delivery in the private sector; (2) to determine
whether revisions are warranted at this time; and (3) to provide information that can
be used in designing a follow-on project. The methodology consisted of a team
planning meeting, briefings, document review, and interviews at A.I.D. and Enterprise
headquarters in Washington D.C., intensive field visits in two project countries
(Philippines and Zimbabwe), interviews with Asia and Africa regional staff, and input
from subproject personnel and USAID missions in other countries via questionnaires.

Major Conclusions

1. Project conceptualization and design. The project concept is a good one. The
project design, however, was very ambitious: develop new ways to use the for-profit
sector for service provision, make PVOs efficient and businesslike, and increase
contraceptive prevalence by the end of the project.

2. Contract compliance. JSI is on schedule in meeting most of the contract
deliverables. To date, 62 of the target 80 subprojects have teen initiated. 130 person-
months of technical assistance have been provided, 2 training modules have been
produced, and 10 workshops have been carried out.

3. Project strengths and achievements. In many countries, Enterprise staff have
established good working relationships, good name recognition for Enterprise, and
a positive attitude toward "the Enterprise concept.” “~orkshops staged by Enterprise
have helped spread the concept and some businesses have expanded provision of
services using their own funds. In one country, a coordinating unit has been
established that may serve to institutionalize the Enterprise concept at the national
level. Enterprise has many good subprojects; 42 are service delivery projects in which
many personnel seem quite dedicated and services appear of high quality. Some
subprojects are quite innovative. Enterprise is focusing on the question of
sustainability, especially with PVOs, and some subprojects have &ood tential for
self-sustainability. Promising links are being created between PVOs and commercial
enterprises. PVO sustainability subprojects are stimulating interest in management
skills and incom« generation. Numerous USAID missions praise Enterprise for useful
technical assistance provided.

Ll



4. Impact. Despite the above, the overall impact of the contract deliverables
is not likely to be significant. First, significant incrcases in prevalence will probably
not be achieved or be attributable to Enterprise: The total number of acceptors
nrojected by Enterprise to be achieved by the 62 subprojects currently ongoing will
be only 250,000 to 450,000 and many of the subproject firms were already providing
family planning services before Enterprise. Second, because JSI's focus was on
meeting contract deliverables and undertaking efforts to establish subprojects in so
many countries, Enterprise is working in only a very narrow part of the private
sector. It has tended to work with large companies in the organized sector that are
easier to penctrate, such as in the mining industry and plantations. Enterprisc had
no overarching strategic plan at a global or country level to cnable them to discern
the key economic sectors and strategic industries in which effort should be
concentrated. In addition, Enterprise has not placed sufficient emphasis on
systematic learning about other ways to maximize impact through the for-profit
sector, e.g. for-profit health care and family glannin% service providers. Third,
despite good work with PVOs, the financial problems of most PVOs are beyond the
ability of Enterprise to deal with. At the same time, A.LD.’s mandate to Enterprise
to try to make PVOs self-sustaining has diverted it from finding new ways to work
with the for-prefit sector.

S. Cost. Cost-effectiveness was not a priority in project design or early
implementation. Subproject development an(f monitoring costs are high due to
Enterprise’s centralized administrative structure and the fact that Enterprise is
operating in so many countries. In many subprojects, costs per acceptor and costs
per couple year of protection are also high.

6. Collaboration among projects. The collaboration with other projects envisaged
in the project design has not really taken place. Enterprise and the other S&T/POP
projects with which it overlaps (e.g., TIPPS, FPMT; function more in isolation or
in a competitive manner. There has been some good collaboration, however, with
FPIA, JHU/PCS, and Pathfinder.

7. Potential for success. With modification of objectives and strategy --
including consolidation in fewer courtries, decentralization to the extent practical,
higher priority on systematic definitive learning about what approaches are most
successtul, and diffusion of this information to others -- this project could make
a significant contribution to private sector family planning programs.

8. Quality of services. Participating firms’ clinics visited in both the Philippines
and Zimbabwe displayed high standards.

Major Recommendations for The Remainder of the Project

1. Objectives. Learning which private sector approaches will be most successful
(in terms of impact and cost-effectiveness) should be the major objective for the
remainder of the project. Secondary objectives, and the priorities among them,
should be precisely determined by A.L.D. (in consultation with JSI). A.LD. should
agree on the best strategy for achieving the priority objective(s) and amend the
contract if necessary.

2. For-profit sector. This should be the private sector focus of Enterprise. More
attention should go to exploring options with market-based commercial channels
("health-care markets").



- xii -

3. PVOs. No new PVO activitics should be initiated aimed solely at PVO
strengthening or self-sustainability. The objective in work with PVOs should be to
cnable them to market training, IEC, and other technical assistance services to for-
profit firms with which Enterprise is working.

4. Implementation strategy. Enterprise should decentralize and also consolidate
in fewer countries. It shculd also bring on board more private-sector expertise. A.LD.
should eliminate the 80-subproject target in order to focus on systematic learning.

Major Recommendations for a Follow-on Project

1. Design of a follow-on project. Develop a follow-on project which combines
the Enterprise and TIPPS projects. Concentrate on the for-profit sector (leaving
general PVO strengthening to other projects). All work with PVOs should focus on
enabling them to market family planning technical assistance to private sector service
providers.

2. Objectives. The primary objective can be to achieve increases in contraceptive
prevalence but only if the project restricts itself to a small enough number of
countries and is designed to proceed in a systematic learning manner. Careful
segmentation of the for-profit sector is absolutely essential.

3. Implementation strategy. Develop a "tiered” strategy which asks the contractor
to work intensively in a smaller number of countries (e.z., 6 to 10) while also being
available to provide ad hoc technicai assistance to USAID missions clsewhere.
Specify a decentralized approach relying heavily en local personnel.

4, Relationship to other projects. Develop an Office-wide strategy for increasing
collaboration and minimizing redundancy among projects in order to use scarce
resources more efficiently.
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Major Conclusions and Recommendations

Conclusions

Overall Assessment

Despite many achicvements, this project 8 not likely to meet all its stated objectives.
With some changes at this time, however, it should be possible to redirect the
project so that it (a) has greater impact in a smaller number of countrics, and (b)
provides the Office of Population with crucial, systematic knowledge about how to
maximize ils invcsfment in the private sector in future projecis. A.LD.’s general
intention with this pionecring project is praiseworthy. At the output level, Enterprise
has many clear achievements and is proceeding well in terms of meeting contract
"deliverables." Nevertheless, the overall impact of the project, as currently
implemented, is not likely to be significant either in terms of the initially stated
project objectives or relative to the project budget. Groundwork for success has been
laid, however. With modification of objectives and strategy -- including consolidation
in fewer countries, dccentralization to the extent practical, higher priority on
systematic dcfinitive learning about what approaches are most successful, and
diffusion of this information to others -- this project could have a significant, lasting
impact and be one of which both A.LLD. and JSI can be proud.

Major Conclusions

1. Project conceptualization and design as expressed in the Project Paper. The
general intent behind the project — to use the private sector to provide family
planning scrvices — is a good one, and most of the basic assuiaptions undcrlying the
project design remain valid, but the project design was not clcarly conceptualized.
Given the flg\ﬂ:-year time frame, the Project Paper was very ambitious. It was all-
encompassing in terms of geographic and substantive scope, stated multiple objectivcs
and intended impact, and did not establish priorities among its multiple objectives,
some of which were cc :flicting. Major objectives included: find new ways to use the
for-profit sector for tamily planning service provision; transfer costs of service
provision from the public to the for-profit sector; make PVOs efficient, businesslike,
and expand the coverage they provide. The net result (impact and intended end-
of-project status) was to be increased contraceptive prevalence attributable to
Entcrprise’s subprojects. Enterprise was expected to achieve all the above while
initiating subprojects in 30 or more countries.

It was not realistic to expect a new centrally funded project to increase contraceptive
prevalence while establishing 80 subprojects, many intended to be exploratory, in 30
different countries. It is questionable whether any contractor could have
accomplished all that was set forth. The project design thus left many strategic issues
to be resolved in implementation.

2. The project design as implemented. In implementation, the contract rather
than the Project Paper, became the guiding document while the contract deliverabies
have become objectives. The contract retained only segments of the Project Paper
while adding contract deliverables as a dominant element. The Project Paper and
specific objectives contained therein seem to have been set aside while the contract
deliverables came to be regarded as ends in themselves -- ultimate objectives of the
project -- rather than only means to achieving an end. The contract, rather than

Y 1)
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the Project Paper, has been, operationally, the project desiga. JSI never did resolve
the issue of overly ambitious objectives.

3. Multigglc objectives. In implementation additional objectives were added
without clarificztion of prioritics among them «r asscssment of the overall feasibility
of mecting all cbjectives. Two new objectives, ! clf-sustainability and initiation of new
business ventures, were suggested by A.LD. and accepted by JSI. It should have been
realized that these objectives were not all fully achievable within five ycars --
especiaily not while gaining entry and acceptance for Enterprise in some 30
countries, initiating 80 subprojects in those countries, and responding to USAID
mission requests for technical assistance in yet additional countries.

4. Contract compliance. JSI is well on schedule in meeting most of the contract
deliverables. To date, 62 of the target 80 subprojects have been initiated. Subprojects
have been initiated in 27 countries, against the target of about 30 countries for
PVOs and 18 countries for commercial (for-profit) sector subprojects. A total 130
out of 160 person-months of technical assistance has been provided, 2 out of 3
training modules have been produced, 10 workshops have been carried out, and 3
regional advisors have been appointed.

5. Project strengths and achicvements. At the output level, the Enterprisce staff
has engaged in a high level of activity; the project has numerous strengths and many
clear achievements. Enterprise has good family planining skills on its staff. In general,
staff members are talented, dedicated, and hard-working. Enterprise’s rcgional
personnel are providing important in-country assistancc. In many countries,
Enterprise staff have established good working relationships, good name recoggition
for Enterprise, and a positive attitude toward "the Enterprise concept.” Numerous
USAID missions praisc Enterprise for useful technical assistance provided to their
bilateral programs.

= Private Sector Involvement

Private sector interest and involvement in family planning has increased due to
Enterprise; in some countries governmental interest in promoting family planning
through the private sector has also been stimulated by the project. Enterprise
subprojects and workshops have stimulated private sector investment in family
planning in the absence of any further Enterprise investment. Examples include spin-
off and replication activities in Mexico and Colombia as a result of a workshop in
the Dominican Refublic.

. Service Delivery

Enterprise has many good subprojects. Forty-two are se:vice delivery projects in
which many personnel seem quite dedicated and services appear of high quality. The
quality of Enterprise’s medical monitoring also appears high. As part of Enterprise’s
routine activities, service delivery subprojects are assessed for quality assurance
components from proposed initiation through project implementation. A Medical
Review Committee has been established to oversee the process, and Enterprise has
a medical monitor at headquarters to provide continued support for the various
activities.
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" Innovation and Sustairability

A few subprojects are rescarch projects that address critical issues. Some subprojects
arc quite innovative and some may have potential for sclf-sustainability. PVO
subprojects arc stimulating interest in management skills and income gencration.

" PVO-For-profit Synergism

Onc of Enterprisc’s most important achievements has been the development of the
business [irm-PVO scrvice provision relationship. Under this model, a business firm
pays a PVO to dcliver family planning services in the firm's health clinic. This private
scctor service delivery moder addresses a number of development concerns: PVO
sustainability, shifting of the burden of public sector service dclivery to the private
scctor, and cost-effectiveness. *Vith the extension of services through an "umbrella
approach” to 10-20 firms, rather than just one firm, the volume of acceptors should
be high, and costs, relatively low.

. Workshops and Training Modules

Workshops have served three purposes. First, they have been an effective method
of disscminating the goals and objectives of the Enterprise program to the PVO and
commercial sectors. Second, they have provided an impetus to mobilize PVOs and
private organizations toward initiating or improving family planning activities. Third,
they have been used as a mechanism for identifying new subprojects.

To date, JSI has developed two modules focusing on increasing overall effectiveness
of PVO management and developing company-based programs. These modules were
well produced and were used extensively by contractors, PVOs, and donors.

. Positive Responses from Companies and USAID Missions

All companies that responded to questionnaires sent to subproject management in
conjunction with this evaluation (see Appendix C) indicated positive effects
associated with Enterprise-supported family planning programs. Most of the
companies indicated that they would be more than likely to continue their programs
once funding had terminated.

According to cabled responses to questionnaires to USAID missions, Enterprise staff
have good working relationships with the missions. In general, mission responses
were positive regarding the conceptualization and design of country-specific
subprojects and the quality of Enterprise technical assistance. As a result of
Enterprise’s success at the field level, numerous missions have requested buy-ins,
indicating a desire to work with the program.

6. Impact. Nevertheless, the project is not likely to achicve its stated purposc
and the overall impact of the contract deliverables is not likely to be significant in
terms of the stated objectives. First, in terms of demographic impact, significant
increases in prevalence will probably not be achieved or be attributable to
Enterprise: The total number of acceptors projected by Enterprise to be achieved
by the 62 subprojects currently ongoing will be only 250,000 to 450,000 and many
of the subproject firms were already providing family planning services before
Enterprise. Second, because JSI's focus was on meeting contract deliverables and
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undertaking cfforts to cstablish subprojects in so many countrics, Enterprisc is
working in only a very narrow part of the private scctor. It has tended to work with
large companics in the organized scctor that are casicr to penctrate, such as in the
mining industry and plantations. Enterprise had no overarching strategic plan at a
global or country level to cnable them to discern the key economic sectors and
strategic industrics in which cffort should be concentrated. In addition, Enterprisc
has not placed sufficicnt emphasis on systematic lcarning about other ways to
maximize impact through the for-profit sector, e.g. for-profit health carc and family
planning scrvice providers. Third, despite good work with PVOs, the financial
problems of most PVOs are beyond the ability of Enterprise to deal with. At the
same time, A.LD.’s mandate to Enterprise to try to make PVOs sclf-sustaining has
diverted it from finding new ways to work with the for-profit scctor.

Reasons for prebable shortfalls in achieving objectives lic in 1) the ambitiousness
of the project design and the multiple objectives; 2) lack of private (for-profit) sector
cxpertise within Enterprise; 3) Enterprise staff and decision-making being highly
centralized in Washington D.C.; and 4) the fact that Enterprisc is working in so
many countrics.

7. Project structure and staffing. The prescot organizational structure docs not
appcar optimal for achicving the best possiole outcomes from the resources invesied.
First, the staff is heavily weighted toward family planners relative to private scctor
and cconomic analysis specialists. Second, the project is highly ceniralized with a
relatively large staff in Washington, only limited use of regional- and country-based
personnel to support field activitics, and little decision-making authority delcgated
to the ficld. Third, the fact that Enterprise has carried out activities in 41 countrics
places heavy demands on its resources. Subprojects have been initiated in 27
countries and technical assistance provided in an additional 14 countries -- all from
Washington.

8. Cost. Cost-cffectivencss was not a priority in the Project Paper, contract, or
carly implementation and many costs arc high.

Subproject development and monitoring costs are significantly greatei than the
amounts of funds going into the subprojects themselves. These costs are high in large
part berause of Enterprise’s centralized administrative and monitoring structure and
the fact that Enterprise is operating in so many countries.

Within many subprojects, costs per acceptor and costs per couple year of protection
are also high, regardless how they are calculated.

Little systematic experimentation or monitoring has been done on the question of
how to transfer some of the family planning cost burden to the private sector.

9. Implementation strategies. Implementation strategies appear to have been
determined chiefly on the basis of how to get subprojects initiated to mect
quantitative target deliverables. As a result, in its commercial-sector activities,
Enterprise has focused chiefly on employment-based family planning as an employee
benefit and has done little with the commercial market-based channels ("health-care
markets") specified in the Project Paper and contract.
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10. Employment-bascd subprojects. More than half of the total subprojects (34
out of 62) arc employment-based subprojects. There are both strengths and
weaknesses in this.

On the plus side, many of these are good subprojects implemented by leading firms
with management interested in family planning and with clinical people providing
high quality scrvices.

On the other hand, these were relatively casy subprojects to get going. Many of the
firms had alrcady bcgun to provide family planning services before Enterprise, or
alrcady fclt some desire to do so. For Enterprise, fecling pressure to get subprojects
initiatcd quickly and to meet the commercial (for-proﬁ;.) scctor target of 30
subprojects (later increased to 50), these were casy targets of opportunity. This was
the for-profit sector arca about which A.LD. knew most before the project began.
It is not clecar how much has bcen learned through these subprojects (including
about the feasibility of actually transfcrring costs to the private scctor). Furthermore,
the total number of new acceptors will not be great relative to overall project costs.

In motivating companics to cnter into contracts with Enterprise, the project has becn
using a "cost-benefit” analysis whose design is faulty and needs to be corrected. At
the same time, formal cost-benefit analysis may not be necessary for cach company;
some firms arc casily convinced, without detailed studies, of the savings that will
accruc from providing family planning services to ecmployces.

11. PVO/NGO _subprojccts. Enterprisc has had a positive impact on the
willingness of some PVOs (NGOs) to think of working with private business and the
usc of business skills in managing thcir own activitics. In most subprojects, it is tco
carly to find clear evidence of significant improvements in PVO management
performance as a result of Enterprise assistance, however.

Many PVO:s face an extremely difficult future in respect to maintaining their funding
sources. The magnitude and complexity of their problems is beyond the resources
of Enterprise which can make only a modest contribution to their all-around
sustainability.

The special contribution of Enterprise to the issue of sustainability is to link PVOs
with a new source of potential income, namely for-profit firms to which PVOs can
provide needed technical assistance in family planning -- what Enterprise has called
the "synergistic effect."

Given that the Office of Population already had numerous other projects working
with PVOs, it is appropriate that Enterprise’s PVO component was not a separate
project. The early drecision to amend the contract to place less emphasis on PVOs
relative to the commercial for-profit sector was also good. Still, too much attention
has gone to PVOs, given the Office’s desire to be innovative in trying new
commercial and market-based channcls for the provision of family planning services.

12.  Commercial market-bared subprojects. Of the three private-sector "channels”
set forth in the project design, this one, referred to as "health care markets,” has
reccived the least attention. Enterprise siaff point out that working with private
providers and retailers is difficult due to the general absence of strong linking
organizations through which to proceed. Nevertheless, Enterprise has discovered
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some interesting market opportunities for microbusinesses in providing family
planning (now classificd under the rubric "new business ventures”).

13.  "New_ business venture” subprojccts. Subprojects catcegorized under the
hcading "ncw business ventures® include some of the more innovative activitics
undertaken by Enterprise. Some of these involve income-generation for PVOs; others
involve market-based providers. This scparate category, however, is not clearly
defined and is confusing even to many Enterprisc staff.

14. Service delivery subprojects and numbers of acceptors. Forty-two scrvice-
delivery subprojects have been initiated, most employment-based and some with
PVOs. Together these subprojects project a total of only approximately 250-450,000
acceptors. Even if targets are reached, because the total number of acceptors
projected is low, the impact on prevalence rates within the participating countrics
will be minimal. Numbers of acceptors in the employment-based subprojccts tend to
be lower than in the PVO subprojects.

The current total number of acceptors is only about 70,000, as many subprojects are
just beginning to provide services. Data rclated to new, transfer, and continuing
users, as well as drop-out rates, has not yet been uniformly or routinely collected by
Enterprise. Recent attempts have been made to develop an MIS system and train
personnel to collect these service statistics but, as with many service delivery projects,
the information often is not totally reliable.

Equally importantly, at this carly stage, the potential success of subprojects cannot
be determined by looking only at such service statistics as numbers of acceptors.
Other indicators, such as quality of service provision, IEC, and training, may give a
more meaningful picture of the potential sustainability and impact of service dclivery
subprojects than service statistics -- both because of the questionable accuracy of the
numbers and because of the newness of most subprojects.

15. Sustainability. Enterprise is focusing on the question of sustainability,

especially with regard to PVOs. Some subprojects should be self-sustaining by the

end of this project. On the other hand, other worthwhile subproject activities will
ot be self-sustaining and should possibly continue to receive public support.

16.  Collaboration among projects. The collaboration envisaged in the project
design between Enterprise and other projects working in the private sector has not
really taken place. There are a few laudable instances of collaboration (e.g., with
JHU/PCS, FPIA and Pathfinder), but for the most part these projects function more
in isolation or in a competitive manner, and there have been conflicts with the
TIPPS approach. In addition, Enterprise overlaps both substantively and
geographically with several other S&T/POP projects (especially TIPPS, FPMT,
SOMARC).This is unfortunate with regard to maximizing the effective use of
S&T/POP resources.
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Major Recommendations for the Remainder of the Project

1. Project Objectives

The objectives of the project, and the prioritics among them, should be preciscly
determined by ALLD. (in consultation with JSI).

The major objective for the remainder of this project should be to learn which
approaches to providing family planning through the private (cspecially for-profit)
scctor will be most successful and under what circumstances. The target of 80
subprojects should be climinated; new subprojects should be initiated not to meet
a numerical target but to maximize learning.

Enterprise staff should analyze promptly both what has been learned to date and
what questions remain unanswered. Special attention should go to subprojects that
have alrcady been completed, especially those (e.g., in Mexico) which appear to be
quite successful. A scrics of preliminary working papers should be produced
reflecting this state of knowledge and providing the basis for internal evaluation
activities. Topics should include employment-based family planning, market-based
family planning ("health care markets"), costs and cost transfer, PVO technical
assistance to for-profit firms, and sustainability.

Criteria to be used for cvaluating project performance and success (and thus also
the performance of the contractor) should be detcrmined as part of agreeing on
project objectives.

2. Implementation Strategy

A.LD. and Enterprise should agree on the best strategy for achieving the priority
objective(s) and amend the contract if necessary. The strategy should contain the
following elements:

Personnel. Enterprise should bring on board more private-sector expertise, especially
perhaps as short-term consultants or advisors.

Country consolidation. Enterprise should consolidate its activities in fewer countrics
rather than expand to new ones. Enterprise documents have indicated interest in
concentrating on certain priority countries; this is appropriate. Enterprise should not
initiate new subprojects in countries where it does not already have a subproject
under way.

Decentralization. Subproject development and monitoring (including the provision
of technical support) should become less centralized. Enterprise should place more
staff in its regional offices and give these offices greater authority to develop and
implement subproject activities. Where possible, Enterprise should attempt to hire
in-country representatives in all countries where the program has a substantial
amount of subproject activity. In-country representatives could play a major role in
the consolidation and information dissemination activities that should be carried out
during the remainder of the project.
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Priority among Subproject Categorics

. For-profit sector. The for-profit sector should be the private scctor focus of
Enterprise. More attention should go to systematically exploring options with market-
based commercial channels ("health care markets") as set forth in the Project Paper,
even if they do not lead to immediate gains in acceptors.

u PVO activitics. No new PVO activitics should be initiated aimed solely at
PVO strengthening or PVO self-sustainability. Instead, work with PVOs should focus
on activities to enable PVOs to market training, IEC, and other technical services
to private sector entities for a fee -- what Enterprise has called the "synergistic
approach.”

. "New business ventures.” The "new business ventures” category should be
dropped. Subprojects now classified by this theme skould be reclassified under one
of the project’s original categories (presumably PVG or commercial market-based
channcls). No efforts should be made to start new business ventures not directly
related to family planning.

3. Cost Issues

Costs per acceptor and costs per CYP. The Office of Population should decide
what its precise goals are in the area of costs per acceptor and costs per CYP. A.LD.
and Enterprise should then come to agreement on how to calculate these costs.
Efforts should be made to understand the circumstances under which some
subprojects costs are high while others are low.

Subproject costs associated with centrally funded projects that have a world-widc

base. The Office of Population should carry out a study to review the subproject
development and implementation costs associated with centrally funded projects that
have a world-wide base. This would help to identify ways of better understanding
these costs, so that they might potentially be reduced, not only for Enterprise but
other future programs as well.

Criteria for assisting private-sector business firms. Given the intent of this project
to transfer some costs of service provision to the for-profit sector, subsidies should

be provided only where necessary. Guidelines for provision of subsidies ("seed
money," including equipment) should be developed promptly. Enterprise should seek
to learn more about the circumstances under which continued subsidies should be
provided.

4. MIS and Evaluation

Enterprise should proceed with its efforts to develop a comprehensive MIS that can
be used as an effective tool for both monitoring and evaluation. The MIS should
gather not only service statistics but also qualitative information about activities such
as training, IEC, motivation, and spin-oft effects.

L]
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5. Sustainability

Enterprise should proceed further with analysis of what can rcalistically be expected
in this arca and develop guidelines for future activitics.

6. Spin-off and Diffusion of Idcas and Activitics

The project should proceed with and develop further its plans to disseminate
information about successes and lessons learned in this project.

7. Collaboration with Other S&T/POP Projects

Enterprise should follow up and expand on current initiatives to collaborate with
TIPPS and other centrally funded projects. S&T/POP should devise strategies and
incentives to encourage greater collaboration among its contractors.

8. A.LD. Management

Privatc Sector Advisory Group. A.LD. should consider establishing, if feasible, a
"Private Sector Family Planning Technical Advisory Group" (or group with some
similar name) consisting of experts from outside A.LD. who can advise S&T/POP
on private sector programming issues and advise the new CTO on overall
management of this project.

CTO management. Given the imminent departure of the current CTO, a new CTO
should be brought on board as soon as possible and be phased in by the current
CTO. Given the high turnover of CTOs on many centrally funded projects (this will
be the fourth for Enterprise), and the frustration this ofien causes project
contractors, S&T/POP should develop better procedures for initiating new CTOs to
the task and effecting a smooth transfer of responsibility and understanding of the
project and its objectives.

Major Recommendations for a Follow-on Project

1. Design of a follow-on project. Develop a follow-on project which
concentratcs on the for-profit sector and combines the strengths of the Enterprise
and TIPPS projects.

2. Objectives. Objectives should be clearly stated and priorities specified. They
should be linked to specific evaluation criteria, which will be different for different
objectives (e.g., achieving a cost transfer from public to private sector vs. increasing
contraceptive prevalence).

The primary objective could be to achieve increases in contraceptive prevalence but
only if the project restricts itself to a small enough number of countries and is
designed to proceed in a systematic learning manner. Careful segmentation and
analysis of the for-profit sector is absolutely essential.
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3. Implementation strategy. Develop a "ticred” strategy which asks the contractor
to work intensively in a smaller number of countries (e.g., 6 to 10) whilc also being
available to provide ad hoc technical assistance to missions on rcequest. A
decentralized approach relying heavily on local personnel should be specificd.

4. Flexibility. The contract should require the contractor to evaluate on an
ongoing basis the overall appropriateness and feasibility of the project design and
strategy in terms of actual current conditions. As project staff learn what is
appropriate and cost-cffective, changes should be made as necessary.

5. Relationship to other projects. An Office-wide strategy should be developed
to increase collaboration and minimize redun lancy among projects in order to use
scarce resources more efficiently. Incentives should be devised to promote
collaboration.

Other Recommendations

6. If the "Private Sector Family Planning Technical Advisory Group" is not
established before the current project is completed, it should be set up before the
start of the follow-on project. In any case, A.LD. should consider bringing in
consultants with for-profit sector expertise and project and social science research
design expertise to assist in the design process.

Relationship to Other S&T/POP Projects

7. In combining the Enterprise and TIPPS projects, the demand-generation
approach used by TIPPS could be broadened to include stimulation of such market-
type enterprises as doctors, midwives, contraceptive producers, and others to become
involved in an overall coordinated commercial sector plan to increase the availability
and use of contraceptives.

Organizational Structure and Staffing

8. Private-sector specialists should constitute a larger portion of the staff and
should be in key management positions. This might include using funds to bring in
consultants with private sector expertise.

9. The project design should ensure that project management is decentralized.

Implementation Strategy

10.  For each country, a clear "map" (or market segmentation) of the different
elements of the private sector should be drawn up and within each sector further
distinctions should be made.

“ \
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11. The: follow-on Project Paper should contain more explicit guidance on types
of commercial scctor activitics to be undcrtaken (i.e., specifically pointing to the
precedence that should be given to health care market-type activitics over
cmployment-based scrvice delivery).

12. No efforts should be made to start new business ventures not dircctly related
to family planning.

13. All work with PVOs should focus on activities to enable them to market (for
a fec) training, IEC, and other technical services to private sector entitics.

14. When developing new subprojects, no more of the cost-benefit analysis of
the type that Enterprise has carried out to date should be undertaken. Hypothetical
examples of the cost of programs and the resulting cost savings to the firm could
probably serve almost as well, at a fraction of the cost, for convincing new
participants. Any cost-benefit analysis should be carried out in accordance with the
methodology outlined in Appendix C.

15. If A.LD. has not yet begun the study to review the subproject development
and implementation costs associated with centrally funded projects that have a world-
wide base, it should undertake it during the period of the follow-on project.

16. Studies of contraceptive usage (demand) in the target populations should be
carried out both before a subproject begins and at least once more at the end of
the subproject. From these studies, not only can pricing and cost-recovery conclusions
be drawn, but evaluation of new and continuing users as a result of the project can
be done (i.e., cost-benefit analyses can be carried out and the benefits to both the
firms and the society can be estimated).

Subproject Costs

17. Given the recent cuts in population budgets, the Office of Population should
ensure that the design of any follow-on project directs the contractor to spend
project funds in a cost-effective manner.
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1. Introduction: Project Establishment and Objectives

1.1 Establishment and Assumptions of the Enterprise Project

The Family Planning Enterprise project was created in 1985 through a $27 million
contract between the Agency for International Development (A.LD.) and John Snow, Inc. (JSI),
in an cffort by A.LLD. to incorporate in its family planning service declivery programs both the
delivery channels and skills found in the profit-making private sector. The project was developed
during the carly and mid-1980s, when A.LD. came to recognize that its own and other donor
resources would not remain equal to the growing demand for services and that its population
program could be strengthened by the addition of new resources. The project’s inception coincided
with broader A.LD. efforts to work with the private sector but was by no means simply a response
to that general policy emphasis.

The project also sought to increase the contribution of the non-profit private scctor
-- the large number of private voluntary agencies (PVO) and non-governmental organizations
(NGO) that were directly providing services. Here the notion was that if PVO operations became
more efficient, more pcople could be served more effectively.

Conceptually, four basic assumptions underlay the Enterprise project’s creation:

1) that unmet demand for family planning services was outpacing public sector
resources;

2) that the profit-making scctor had skills and distribution channels that would
serve to supplement existing population program efforts;

3) that an increasing number of citizens of A.LD. recipient countries are part
of the money economy and would be willing to pay for family planning
services; and

4) that potential exists for incorporating family planning into existing commercial

channels, which would not rcquire long-term support by A.LD.!

Nothing has happened since the project was formulated to discredit these original
assumptions: It is still believed that demand is outpacing resources; that the profit-making sector
offers valuable skills and distribution channels; that persons entering the monrey economy may be
willing to pay for family planning services; and that some commercial channels may be able to
provide such services without A.LD. support.

Conclusion

. A.LD.’s initial assumptions on which the Enterprise project rests remain valid and
its efforts to use the private sector to provide family planning services remain appropriate.

! These four assumptions are presented in the project paper and logframe, in the JSI contract, and are
repeated in JSI semi-annual reports. See also JSI's "The Enterprise Program: Original Assumptions and
Current Experience” (no date).
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1.2 Project Objectives and Strategy?
1.2.1 Objectives

. The Enterprise project purpose, as stated in the Project Paper, is "to incrcase the
delivery and use of acceptable, affordable family planning services through the privatc sector.”

The project was to encourage "private enterprise” approaches to family planning

scrvice delivery in two ways: through (1) a commercial (for-profit) component and (2) a PVO
component.

The Commercial (For-profit) Component

This objzctive is summarized as incorporating family planning into ecxisting
commercial channcls. The objective is to complete a series of subprojects that "encourage and assist
businesses to provide family planning services in the marketplace.” The two <xplicit emphases within
this component are:

a. Integrating the provision of family planning services into employez benefit plans.

b. Integrating the provision of family planning preducts and services into existing
profit-making commercial channels. Assistance in this area was to include subprojects
for training, financial support, management and evaluation assistance, and the
development of market-based procurement, distribution, and information and
education systems. The suppliers in this marketplace that were expected to find it
profitable to include family planning commodities or services among their sales

include:
. Medical personnel
. Fixed-facility service-providers
. Retail outlets
[ Contraceptive manufacturers
. Financial providers

The Private Voluntary Organization (PVO) Component

The objective of this component is to "introduce or reinforce useful business skills
into existing private family planning organizations, primarily private voluntary organizations (PVOs)
based in LDCs [less developed countries).™

*This information, and citations, come from the Family Planning Enterprise Project Paper (especially
pp. 1-2).

’PVO meant local NGOs -- non-governmental organizations, usually indigenous or specific to an
individual country (in contrast to international and U.S.-based PVOs).
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Activitics to improve PVO business skills were to include:

a. Developing and improving financial and haman resource management systems; and
b. Providing assistance in developing an improved cconomic basc.

Subprojects were to be designed to expand PVO coverage through assistance in arcas

such as:
. financial analyscs to decide among fiee-for-service alternatives,
. logistical and accounting techniques; and
m designing personnel time management and incentive systems.
1.2.2. Evaluation Criteria

According to the Project Paper,” all proposed project activitics "are designed to
incrcase the delivery of family planning services." The cnd-of-project "objectively verifiable
indicator" is described as "increased contraceptive usce and prevalence attributable to subprojects”
devcloped by Eaterprise.

In the contract, howevcr, this verifiable indicator has been dropped. Indeed, the
contract overall is much less explicit about what the project should achieve, bcyond meeting
deliverables. In essence, only a small proportion of the substance of the Project Paper was carricd
forward into the contract. This situation leads to an overall issuc concerning what the relationship
should be between the Project Paper and the contract and whether the contractor should be
responsible for objectives that are stated in the Project Paper and not explicitly set forth in the
contract.

1.2.3 Activities and Qutputs

The projected workplan for implementing the agreed upon activities was as follows:

\

Table 1

Projected Workplan

Activity PY1 PY2 PY3 PY4 PYS
Subcontracts (80) 6 18 30 26 -
Technical Assistance Total of 160 person months
Workshops (10) 2 Z 4 2 -
Training modules 3 - - - -
Regional Advisors 0 1 2 2 -

The contract specifies that 1,545 total person-months of direct labor will be used to
implement Enterprise project activities.

‘See Appendix K: Logframe
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Both the Project Paper and cortract specificd that approximately 50 subprojects
would be designed to assist family planning PVYOs and that 30 subprojects would be designed to
incorporate family planning into market-based commercial channcls. Subprojects were to be of finite
duration (averaging two ycais).

Both documents also specificd that PVO activitics should be initiated in at lcast 30
countrics, and that market-bascd activitics should be initiated in 18 countries. (It is not clcar from
cither document whether this meant 18 of the 30 countrics or just why cither number of countrics
was chosen.) Regional distribution was to be in accord with FPSD’s resource allocation plan, with
some recognition that the project was likely to be more widely utilized in Asia than in Africa’.

1.2.4 Contract for Project Implementation

A five-year contract agreement setting forth these goals and stipulat.:d outputs was
signed Scptember 30, 1985 by the Office of Population, Burcau of Scicnce anu Iechnology and
John Snow, Inc. (JSI) for an amount of $27,016,355.% Three other firms were brought on as
subcontractors: Birch & Davis Associates, Inc., Coverdale Organization, Inc., and John Short &
Associates, Inc.

In January 1986, the Office of Population dirccted Enterprise to de-cmphasize
activities with PVOs and to focus more on for-profit firms. JSI's contract was amended in Junc
1986 to formalize the shift: the estimated number of subprojects was reversed to 50 subprojects in
market-based commercial channels and only 30 subprojects with PVOs. This contract amendment
also specified that workshops attended by more than 35 participants would qualify as two
workshops.

The contract called for an external mid-term project evaluation, whose findings,
conclusions and recommendations are contained in this report. Although this cvaluation was
conducted slightly latter than mid-point, this timing actually afforded a better opportunity to asscss
both actual achievements and the potential for impact (see Appendix A).

Recommendation

1(1)" S&T/POP should review the project design process and the resulting contract to
ensuic that the project objectives as written in the Project Paper are explicitly
included in the contract.

’Project Paper p. 20.

sAward/Contract No. DPE-3034-C-00-5072-00 between Agency for International Development and John
Snow, Inc.

"Recommendations are numbered consecutively in each chapter. The number in parentheses indicates
the chapter number. Recommendations in bold face are the principal recommendations in the report. A
complete list of all recommendations is provided in Appendix G.

ne-
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2. Design Issues

21 Project Conceptualization and Design by A.L.D.

While the project concept is a good onc, the actual project design was very
ambitious and the strategy proposed by A.LD. for achicving the project purposc was all-
cncompassing. Rather than providing an action plan based on a clearly developed strategy, the
Project Paper anticipated giving to the contractor wide latitude to explore opportunitics throughout
the private scctor. Essential elements were

. The obligation to get something going in the private sector (or work with the for-
profit scctor, or transfer some of the burden of providing family planning scrvices
from the public to the private sector);

" The requircment to meet contract deliverables (especially the establishment of 80
subprojccts); and

u Utilization of $27 million.

Beyond this, it appears that A.LD. was not clear as to what it really cxpected out
cf this project. The project seems to have little relationship with any overall well-defined set of
ALLD. objectives with the private sector. A coniributing factor may be that A.LD. seems not to
have consulted outside private sector experts in designing the project. It relied instead on in-house
staff, who -- although there was some A.LD. experience with private sector programming (scc
Section 2.4.1) on which they could draw -- were themselves primarily family planning specialists.

2.2 The Design as Implemented by the Contractor

Because of its all-encompassing nature, the project design left much to be worked
out during implementation. The assumption was that the contractor would take some initiative to
develop appropriate strategies and that if it were found necessary to revise some of the initial
premiscs and objectives in the process, the contractor should take the initiative to do this as well.

The contractor has made little effort to define strategies while it has been
implementing the project. Rather, project management has proceeded to develop subprojects as
quickly as possible, seizing targets of opportunity and making little effort to undertake evaluation
of its efforts (see Section 4.3.1).

At the same time, it has deviated from the contract by accepting additional objectives

from A.LD.
23 Multiple Objectives
2.3.1 List of Objectives

Neither party had a clear conceptual grasp at the start of what was expected from
the Enterprise project, and little joint effort has been made since then to develop a coherent
strategy informed by project experience. Instead, objectives and strategies seem to have evolved
over time in response to a number of factors. Currently, nearly a dozen objectives are cited either
in project documentation or in discussions with A.LD. and project management. Among them are
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Increase contraceptive prevalence and use,

Mecet contract deliverables,

Introduce and improve management and business skills of PVOs,
Develop PVO sustainability,

Develop sustainability (in gencral),

Work with the for-profit scctor,

Get new acceptors,

Transfer some of the family planning burden from the public to the private
scctor,

Find new ways to usc the private scctor to promote family planning,
Initiatc new business ventures,

Be cost-cffective.

=20 PNAUAWN-

=

Basically, most of these objectives are fine, A serious problem, however, is that
contract dcliverables are mixed with ultimate project objectives, thus apparently achicving the status
of being ends in themselves rather than only means to achicving an end. This came about primarily
because in implementation, the contract -- which said almost nothing about ultimate ends -- bccame
the guiding document while the Project Paper and the specific objectives stated therein scem to
have been set aside. A second problem is that priorities among these multiple objectives arc not
clear and consequently, contradictions and inconsistencics are inherent among them.

23.2 Evolution of Objectives

These objectives have developed in response to a number of factors, primarily 1) the
ambitious nature of the project itself which, with two major components each with its own
objectives, meant that inevitably the project would have multiple objectives; 2) on a policy level,
A.LD. began to put a higher priority on sustainable projects and cost-effectiveness; and 3) A.LD.
has had a succession of different CTOs to monitor the project, the first of whom stressed achicving
deliverables quickly, the second who was more concerned with sustainability, and the third who
brought to the fore issues of cost and cost-effectiveness.

The inclusion of sustainability and of cost-efiectiveness as important project
objectives has had considerable effect on how the project has been implemented.

Sustainability

At about the same time as the emphasis was switching to for-profit firm-based
activities, budgets for population activities were shrinking and "sustainab®iity” was arising as a theme
and long-term goal for Office of Population projects. In the Enterprise project, sustainability had
not been conceived of as an objective in the original project documentation: The closest mention
of the concept was that self-sufficiency might be possible in the case of some but not all
commercial-sector activities.* When the notion gained currency in A.LD., the Enterprise project
adopted it quite aggressively, developing and incorporating elements of sustainability in all its
subprojects. The application of efforts toward sustainability was different for PVOs and for-profit
subprojects:

" PVOs. Even before this development, the project had foreseen two quite different
types of approaches for PVOs: 1) improving management skills to make PVO
operations more cost-effective; and 2) intioducing and increasing business skills to
enhance income-generating capabilities. The focus on sustainability put a premium

8See p. 13 of the contract, and p. 18 of the Project Paper.
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on creating fee-lor-service and other opportunitics for fund genceration, although it
was stiil viewed as important to improve business skills.

M Employment-Based_Subprojects. For employment-based subprojects, sustainability
fgnvc increased credibility to the cxisting tendency to cslublisljm subprojects with
arger, better-cstablished firms alrcady offeding medical services into which family
planning could be incorporated.

. New Business Ventures. Like sustainability, there was no mention of New Business
Ventures in the Project Paper. Nor was there any such reference in the first two
annual reports. Following an address by the A.LD. Administrator in January 1987,°
however, the term began to appear in JSI literature.” The first reference vas to
“innovative approaches” to fee-for-service sale of family planning scrvices. The
crecation of the concept was accompaniced by an attempt to re-categorize cxisting
Enterprise subprojects as new business ventures. This has continued, with the bulk
of New Business Ventures really PVO sustainability subprojects and the remaining
initiatives in the for-profit health-care market type and some rescarch studics.

Cost-Effectiveness and Reduced Cost Per Acceptor

At the outsct, A.LD. did not scem to have been very concerned about subproject
cost-cffectiveness (i.c., costs per acceptor or costs per couple year of protection [CYP]). The
shrinking budgets that had raised the banner of sustainability, however, also brought to the forefront
issucs of cost-cffcctivencss. It is truc that Enterprise had seen reduced costs per acceptor as onc
of the ways that the cfficiency and cffectivencss of PVOs might be incrcased.!* On the whole,
however, this has not been a major concern of the project. On the other hand, A.LD. continucs
to view this as a critical issue, indecd more important than sustainability.

At this point, these two areas of concern -- sustainability and cost-cffectiveness --
appear to have achicved in cither A.LD.’s or Enterprise’s view an almost co-cqual status with
increasing contraceptive prevalence as objectives that Enterprise is expected to achieve. Enterprise’s
performance in this evaluation is being judged from all three perspectives. At the same time, it is
becoming increasingly apparent that increasing contraceptive prevalence will not serve as an
objectively verifiable indicator to indicate whether the project purpose has been achieved. Under
the best of circumstances, it is unlikcly that significant incrcases in contraceptive prevalence could
be achicved in five years, given the relatively pioneering nature of this project for ALD.

233 Contradictions among Objectives

The contradictions and conflicts among objectives may be making it difficult for
Enterprise to develop measurable ~chievements in any single area. For example,

. Increasing_contraceptive prevalence and getting new acceptors may be
impossible to do cost-effectively, when what is involved is setting up a complete family planning
service delivery unit in a smal. company with a small number of potential users.

® Address by former A.LD. Administrator, Peter McPherson, at the Cooperating Agencies Mceting,
January 1987.

19JSI’s third Semi-Annual Report.

"Enterprise second Semi-Annual Report, October 1986.

Lr
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- Sustainability, i’ given too high a priority, could rule out involvement with
subprojeets that have great potenttal for increasing contraceptive prevalence but that could never
function without some sort of external support. On the other hand, if subprojects are o continue
o operate over the long term, the issues of numbers of acceplors (even if iow), and costs (cven
if high) may diminish in importance,

" Cost-cffectiveness was clearly not in keeping with the tone that had been set
carly on in the project, when all efforts were being directed to implementing as many subprojects
as possible in as many places as possible in as short a period as possible.

» Accomplishing deliverables as a first priority, and quickly, tended to give a
low priority to being cost-clicetive.
234 Learn Lessons about What Works

Although the Office of Population recognized it was moving into an arca with which
it was rclatively unfamiliar, it did not design the project to encourage learning about what works
best. Indeed, in the initial design, there was no statement that subprojects should be designed to
lcarn how spccific approaches work. Taking its cuc from A.LD., Enterprise has not procceded in
a mcthodical way that involves testing different approaches and cvaluating cach for their
clfectiveness with respect to the various goals that the project has been pursuing. 2

In retrospect, this omission uppears to have been a serious deficit in the project
design. Perhaps the real objective should have been to lcarn which private sector approaches can
be most successful and under what circumstance, =nd only then, to begin investing resources in
thosc approaches most likely to give significant, cost-cffective results.

Conclusions

Neither A.LD. in designing the project nor JSI in implementing it have developed
a clear specification of the overall project objective or a strategy for achicving it. The priority
among objcctives should have becn resolved by program management and ALD. in project ycar
onc. Instead, over the last three-and-one-half years, the program has accepted new objectives from
A.LD. until today it is being asked to accomplish too many things, some of which cannot logically
co-cxist with cach other.

In their haste to establish a track record of deliverables, neither A.LD. nor
Enterprise staff has exploited the potential offered through the project to learn what approaches
work best in the private sector for expanding family planning use and under what circumstances.
Il a systematic approach had been designed and followed in answering this question, greater insight
could have been gained into the use of the private sector in providing family planning services.

2Generally speaking, A.LD. in recent years has given laudable emphasis to identifying "lessons learned,”
although usually only retrospective lesson learning, which often captures only a few random lessons. With
general A.LD. priority being placed on service and action projects rather than on research, project designers
do not typically think about prospectively designing projects, including service delivery projects, in such a
way as to ensure that they will provide information for better project design in the future.
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2.4 Oth+r ALD. ifforts in the Private Scetor
24.1 idackground

AL, began working with the private commercial sector during the carly 1970s when
it initiated the Contracentive Retail Sales (CRS) and Contraceptive Social Marketing (CSM)
programs. A.LD. has also, as part of variods projects, sought family plaaning accentors via for-
profit firms, for « rample, by providing support for cmploynient-based family planning scrvice
dciivery, including community based distributiva (CBD) and IEC (information, education and
communication) activitics. The largesy of these cfforts is the centrally funded Social Marketing for
Change (SOMARC) project, which supports CEM programs worldwide. Other smaller efforts have
tal:en place on an in-country basis.

24.2 Enterprise Relatiouship to Otuer S&T/FOP Projects

Curreatly, in additicu to Enterprise, A.LD. has two projects whose objectives are to
stimuiate private sector family planning activitics: SOMARC aad the Technical Information on
Ponulation for the Private Scctor (TIPPS) project. A third project, the Family Planning
Management Training (FPMT) project, has @ private sector component designed to improve the
management of non-profit family planning organizations and PVOs. There is considerable overlap
among these projects with respect to both activitics and goals, although, intentionally, the overlap
is greatest between Enterprise and TIPPS.

TIPPS. TIPPS and Enterprise were evpected to be complementary and to coliaborate
together to achieve essentially the same goal: to involve profit-making companies in providing
family planning scrvices. The idea was that TIPPS would develop demand for family planning
programs and that Enterprise would follow up by helping supply the support nceded to develop the
program. Thus, an essential difference between the two programs is that the Enterprise project has
funds for seed moncy (subsidics)™ to be used to set up service delivery activities, while TIPPS does
not. This has made Enterprise more flexible, but also more expensive.

The TIPPS’ approach is to appeal to commercial cnterprises and employment-based
benefit programs to undertake family planning activitics on the basis solely of the financial and
health benefits that are expected to accrue from family planning use by employees. In contrast,
Enterprise is supposed to ensure that commercial enterprises are able to provide the contraceptives
and therefore, it can offer subsidies (technical and financial assistance) in cases in which the direct
financial returns to the firms were not sufficient to entice their participation.

The envisaged collaboration that was expected to flow from these complementary
designs has not materialized. Instead, Enterprise has developed its own version of the TIPPS
demand-generation cost-benefit approach. Limited collaboration between the two programs is
reported within the three countries where both projects operate (Mexico, Nigeria and Zimbabwe),
and there may be a few joint activities elsewhere, but overall the cooperation is far less than had
been envisaged by A.LD.

SOMARC. From the start, A.LD. scems to have been more apprehensive of the
potential overlap between Enterprise and SOMARC and has warned Enterprise not to develop
programs that deal solely with provision of marketing assistance to marketers of contraceptives,
since this is the role that has been carved out for SOMARC and other CSM programs. On the

13"Seed money" is the term used by A.LD. for funds provided to subprojects to support activities,
whereas the term used by economists to describe this financial support is "subsidy.”

AN |
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other hand, in some instances, Enterprise and SOMARC have been able to collaborate. In
Zimbabwe, for cxample, the two have worked together to provide commoditics for their subprojects.

FPMT. The FPMT overlap with the Enterprise relates to Enterprise’s other main
component -- strengthening PVO management -- and again, the roles of both programs are largely
similar. Both arc expecled to assist PVOs manage their operations more cfficiently and cost-
cffectively. ALD. seems initially not to have been concerned about this redundancy, although now
it has raiscd the question whether there is a need for two projects that are doing the same thing.

Major Conclusions

u The project design was very ambitious in terms of the objectives set forth. Neither
A.LD. in the Projcct Paper, nor JSI in implementation, developed a clear specification of the
overall project objective and the strategy for achicving it. Objectives were added in the course of
implementation and no effort was made to sort out contradictions among them or to sct forth
prioritics. The result has been problems in project implementation. In addition, some objectives that
would have been appropriate -- in particular attempting to learn lessons from project experiences
-- scem o have largely been overlooked.

. A.LD. has other projects working in the private sector, and the overlap has been
particularly questionable with respect to the PVO component.

Recommendations

1(2) The objectives of the Enterprise project, and the prioritics among them,
should be made explicit and cicar by A.LD. (in consultation with JSI). A.LD.
and Enterprisc should agree on the best strategy for achicving the priority
objectives and amend the contract as necessary (see Recommendation 11[8]).

2(2) A.LD. should consider establishing, if feasible, a "Private Scctor Family
Planning Technical Advisory Group® (or group with some similar namc),
consisting of experts from outside A.LD. who can advise S&T/POP on privatc
sector programming issues. The intent would be to provide gnidance not just
for Enterprise, but also TIPPS, SOMARC, and other projects and
programming related to the private sector.

3(2) Learning which private sector family planning approaches will be successful
and under what circumstances should be a major objective during the
remaindcr of the project.

4(2) Enterprisc should follow up and expand on current igitiatives to collaborate
with TIPPS and other centrally funded projects. S&T/POP should devise
strategics and incentives to encourage greater collaboration among its
contractors.
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3. Overall Performance and Strategy

3.1 Meecting of Contract Deliverables

JSI is on, or ahcad of, schedule in meeting most of the quantificd target deliverables
specifiecd in the A.LD.-JSI contract. Eaterprise staff have worked hard to achicve this body of
activitics, many of the individual staff have performed well in doing so, and many of the resulting
products are good oncs from which both the project and A.LD. can lcarn a great deal.

The contract deliverables and progress to date in achicving them ace listed below

in Table 2.
Table 2
Summary of Entcrprise Deliverables
ACTIVITY CONTRACT ACTUAL (as of 1/89)

Level of Effort 1545 person months 940 person months

Subcontracts 80 62 (41 cmployee-based, 9
PVO sustainability and
12 new business ventures
[sec Appendix E, Table E1])

Technical Assistance 160 person months 130 person months

Workshops 10 7 (5 total - two workshops
had over 35 participants
which counts as two
worksnops.)

Training Modules 3 2

Regional Advisors 5 2 (two offices with a
regional advisor and a
program associate)

32 Implementation Strategy: Country Selection and Programming

321 Country Selection

Given the lack of clarity in the Project Paper with respect to the number of
countries that were to have Enterprise subprojects (30 or 48 see Section 1.2.3), Enterprise project
management acceded to A.LD.’s encouragement to work in as many countries as possible. As a
result, Enterprise activities have taken place in 41 countries, with subprojects having been initiated
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in 27 and technical assistance or assessments having been provided in an additional 14. Although
Enterprise management is currently making a greater effort to return to selected priority countrics
(¢.g., Thailand and Honduras), they consider it a matter of pride that the program is operating in
41 countrics.

Issuc. From the perspective of ultimate impact, the strategy of cstablishing
subprojccts wherever possible is highly questionable. In many countries, there is only onc subproject
and cven in those countries where there are three or four (e.g., Philippines and Zimbabwe), the
Enterprise project sphere of activitics is very limited relative to the large population and the wide
array of cxisting private scctor activities. In general, Enterprise project resources are spread thin,
putting a great burden on project management and limiting opportunities both to initiate more
cxperimental approaches and to develop a critical mass in-country that would adopt the Enterprise
approach and cncourage its implementation on a wider scale.

322 In-Country Programming Strategy

Before cstablishing a subproject, the Enterprise project typically carries out in-
country necds assessments. These, however, have consisted mainly of identifying receptive companics
rather than in-depth cxploration of the existing infrastructure of family planning service providers
and of the overall private sector. Granted, such full-fledged surveys were not called for in the
project design. Morcover, these investigations can be time-consuming and may require types of
cxpertise that were not available on the Enterprise staff. A necds assessment approach involves
asscssing the total needs of the country and how the sectors (public, private for-profit, and PVO)
can cooperate and coordinate to fulfill family pianning objectives. Because it did not make the
cffort to carry out such studics, Enterprise has only a limited knowledge of the family planning and
private sector infrastructures in countries in which it now works.

With respect to other providers of family planning services, Enterprise cannot, within
any country, give a clear overview of the sections of the population that might be covered--for
family planning purposes -- by the government, PVOs, private employers, and commercial health-
carc providers. It may never be possible to do this with full accuracy. Nevertheless, a strategy
aimed at achieving greater impact within individual countries would include this as a central element
in developing a country strategy.

With respect to commercial enterprises operating in a given country, the project has
no clear and detailed segmentation of the private sector. It tends to view PVOs, private employers,
and commercial health-care providers all in one category of "Private Sector.” This is too crude a
distinction. Within the business world, it has not adopted commonly used "standard industrial
classifications" (SIC) -- agriculture, construction, transportation, manufacturing, wholesale, retail,
financial services, etc.” Moreover, with regard to private employers who might include family
planning in their employee benefit plans, JSI scems to have produced no clear analysis of the
different types of firms by size (number of employees) or types of employees (i.e., male/female,
white-/blue-collar), although the Project Paper had made such distinctions among private health care
providers and marketers.

Because Enterprise has overlooked the initial opportunity to explore the family
planning and business terrain in the countries in which it works, today the project does not really
have individual country strategies. What are presented as country strategies are in reality just
dg§criptions of the subprojects that have been initiated, not plans for achieving country-specific
objectives.

BALLD. itself makes similar distinctions--e.g., agriculture, forestry, etc.

=
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3.2.3 Summary of Overall Project Performance

The Enterprise project can be credited with a number of achicvements. In many
countrics, Enterprise staff have established good working relationships, good name recognition for
Enterprise, and a positive attitude toward "the Enterprise concept.” Workshops staged by Enterprise
have helped spread the concept and some businesses have expanded provision of services using
their own funds. In Zimbabwe, an umbrella organization has been cstablished that may scrve to
institutionalize the Enterprise concept at the national level. Enterprise has many good subprojects;
42 arc scrvice delivery projects in which many personnel seem quite dedicated and services appear
of high quality. Some subprojects are quite innovative, with good potential for sclf-sustainability.
Links being forged between PVOs and commercial enterprises are particularly promising in this
rcgard. Likewisc, PVO sustainability subprojects are stimulating interest in management skills and
incon:lc generation. Numerous USAID missions praise Enterprise for uscful technical assistance
provided.

Because these subprojects are mostly very young, geographically and conceptually
scattered, and many quite cxperimental, in aggregate, the project cannot yet be given credit for an
impressive track record in increasing prevalence, providing scrvices cost-cffectively, or achieving
sustainability. What it has been able to achicve, and what it has not, is described below:

= Increasing Prevalence. Overall a total of only 250,000 new acceptors (new, continuing
and transfer) are projected by the project’s end from the 42 Enterprise service delivery subprojects
(see Table 3). This is a small number in the context of 62 subprojects and a $27 million budget.
Mitigating factors are that the universe of potential new acceptors may not always be large (c.g.,
somc businesses may be quite small); that five years (or less) is a short time to reach all potential
family planning users in any universe; and that the A.LD.-prepared contract does not includc
increases in prevalence as an "objectively verifiable indicator" of project success (see Section 1.2.2).

. Cost-effectiveness. Cost-effectiveness was not a priority in project design or carly
implementation and family planning service delivery subprojects were set up with the full knowledge
that the cost per acceptor and cost per CYP would be quite high. Costs projected on the
assumption that targets will be reached average $19.50 for 32 employment-based family planning
service delivery subprojects and $11 for eight PVO and new business venture subprojects combined.
Subproject development and monitoring costs are also high, due to the project’s centralized
management structure (see Chapter 7).

It appears that with respect to cost-effectiveness of PVO operations, the Enterprise
project has been effective in assisting subprojects to streamline operations, but that it is treading
in more questionable terrain when it has tried to assist PVOs to generate new funds. In general,
financial problems of PVOs appear beyond the resources of Enterprise.

. Sustainability. Enterprise should be credited with having made a concerted effort to
cnsure that activitics it has helped start do not lapse when its funding and involvement terminate.
Naturally, it is impossible to predict what will happen in the future. Enterprise’s concern in this
area, however, deserves recognition.

Its most impressive efforts to achieve sustainabililty have been in the realm of
fostering arrangements through which PVOs and businesses develop partnerships, with PVOs
marketing their expertise in service delivery to commercial enterprises that want to provide services.
Using this approach, Enterprise has developed more than 20 potentially self-sustaining arrangements
that should eventually need no external support.
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. Cost Transfers. An important objective for the Enterprise program was to sce how
far it was possible to transfer the cost of family planning service provision from the public to the
private scctor. The project has shown the potential for such transfer, but insufficicnt information
is available to assess its impact in this respect.

] Diffusion_of Enterprisc_Concept. There also appears to be some indication that
private scctor involvement in family planning is incrcasing duc to the example of the Enterprise
program. For cxample, in Zimbabwe four additional companics have expressed an interest in
initiating or cxpanding their family planning scrvices in response to the cxamples set by the
subprojects developed by Enterprise in that country. Furthermore, several of the larger companics
that have reccived Enterprise support have iicrcased family planning scrvices within their own
corporate infrastructurc. In Mexico, the Gamesa corporation, after sceing the positive results of
threce one-year Enterprise subprojects, has decided to expand its family planning service delivery
modcl from three to 14 of its companies at its own expense. Since the termination of Enterprisc
assistance, Gamesa has also decided to continue the family planning program in cach of the original
project factories and to pay the local PVO, Prosupcracion, between $500-1,000 per project per
month for its assistance in implementing these programs. This gencrates considerable additional
income for Prosuperacion.

In another instance, at Lonrho in Zimbabwe, in addition to the mining division in
which the Enterprise subproject was already under way, the corporation initiated a new policy to
provide family planning scrvices to employees in all othcr company divisions -- textile, automobile,
and agriculturc. Again, in Nepal, the Secretary of the Federation of Chambers of Commerce is
organizing a mecting of the Federation’s members to promote the employec-based family planning
scrvices model implemented by Enterprise with the Nepal Janakpur Cigarette Flower Growers
Association.

Elsewhere, Enterprise-sponsored workshops have spawned independcent Enterprise-
type family planning cfforts with no infusion of projcct funds. TIPPS and Enterprise held a joint
lunchcon workshop to present the health and finance benefits of a family planning program to 32
local CEOs. Seventeen of them immediately registered their firms’ medical personnel for the
subsequent "how-to" seminar.

. Institutionalization. In some countries, the Enterprise approach is beginning to be
institutionalized at the national level. Particularly in those countries in which it has had several
subprojects, Enterprise has made a considerable effort to foster a climate of opinion that accepts
and supports the Enterprise approach. Although this was not an explicit objective of the program,
it has proved to be an important implicit one. In both the Philippines and Zimbabwe, a
considerable amount of "diplomacy" and behind-the-scenes work with government agencies and
other bodies has been necessary to prepare the ground for launching and sustaining Enterprise
projects. Without this wider support, it would have been more difficult to establish and sustain
projects. Private firms in particular would not readily pursue a family planning policy that did not
have governmental support and organizational backup from governmental and PVO agencics.
Working in a very pragmatic way, however, Enterprise staff have done a good job of creating a
consensus within a country to support their project initiatives.

The sustainability of these individual efforts, and the partnerships that have been
formed, will depend ultimately on the continued willingness of the government or other groups to
keep the new approaches alive once Enterprise funding ends. That willingness is being
demonstrated in some places. In Zimbabwe, for example, such a start may have been made. Here,
the experience of working with Enterprise (and other private-sector initiatives such as TIPPS) has
led the Zimbabwe National Family Planning Council (ZNFPC) to create a coordinating committee
for its private sector activities. If in time this were to become a permanent unit that develops,
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funds, and sustains private scctor work in harmony with public sector activitics, a rcal institutional
breakthrough would have taken place.

In short, cabled responses to this evaluation questionnaire suggest that around the
world, the Enterprise approach is being welcomed. It is seen as timely and appropriate following
work pioncered by others such as the ILO and some developing country governments and there
scems to be genuine interest in many developing countries and USAID missions in the success of
the Enterprise approach.

The generally enthusiastic response to the Enterprise approach, through new for-
profit PVO partnerships, through imitation by example, and through the potential for shifting the
rolc now played by Enterprise to an in-country entity, all provide the basis for optimism with
respect to the contribution that could be made by a well-designed A.LD. project in the private
scctor. Granted, the implementation of the Enterprise project to date has been far from trouble-
frcc. For the problems that appear to dominatc the following chapters on subproject
implementation and management, tﬁc responsibility must be shared equally between A.LD. and JSI.
Furthermore, the subprojects developed to date represent a wealth of raw data that should provide
the needed basis for a {ar better structured project in the future.

Major Conclusions

. JSI is on or ahcad of schedule in meeting most of the quantificd contract
deliverables.
. Particularly in the arca of increasing prevalence, the overall impact of these

deliverables is not likely to be significant. The rcason lics partly in Enterprisc’s
having spread its resources very thin; the program has subprojects in 27 countrics
and has provided ad hoc technical assistance in 14 more.

. The Enterprise project does not really have individual country strategies based on
a clear and dctailed segmentation of the private scctor. What the project prescnts
as stratcgies are in rcality just descriptions of the subprojects that have becn initiatcd
rather than strategy for achieving country-specific objectives.

] A few subprojects show promise of being sustainable.

. Private scctor interest and involvement in family planning has increased due to the
Enterprise Program. In some countries, governmental interest in promoting family
planning through the private sector has also been stimulated by Enterprise.

Recommendations

1(3) The Entcrprise contract should be amended to reduce the target number of
subprojects. Enterprise should consolidate its activities in fewer countrics, rather
than cxpand to new oncs. It should not initiate subprojects in any country in which
it docs not alrcady have a subproject under way.

2(3)  To sustain the Enterprise approach, a clear objective should be to help create within
a country the political climate and administrative systems that support and sustain
private sector involvement in family planning.

3(3) To institutionalize the Enterprise approach at the national level, Enterprise should
analyze and document its experience with the various national policy issues it has
encountered implementing its work. This material should be used as a basis for
developing policy objectives to be included in the design of a follow-on projcct.
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4. Employment-Based Subprojeccts
4.1 Ovcrall Profile

About two-thirds of the subprojects undertaken to date fall in the category of
cmployment-based activitics. The project had called for initiatives of two kinds in this catcgory
(integrated scrvices into health care markets and employee bencefit plans), but in implementation,
the focus has been on employee bencefit plans (see Scction 6.3 for discussion of kealth care
markcts).

Of the 42 subprojects undertaken, 34 are considered service delivery subprojects. The
others are for rescarch and analysis or IEC. In essence, the employment-based scrvice delivery
projects arc very similar to all other family planning service delivery projects, be they of
governments or of PVOs. In all cascs, the common element is the provision of services, including
information and commoditics, by trained personnel, clinical and other, to a designated population.
The main difference lics only in who provides the service.

The typical subprojcct in this category is a commercial company with an on-sitc clinic
that provides family planning scrvices in the context of other health services. In addition, scrvices
may be provided in a varicty of ways outside the worksite (mobile clinics, referral, or community-
based distribution [CBD]). Enterprise’s contribution has been to provide funding for knowledge,
attitudes and practices (KAP) studies, IEC activitics, training, cquipment, management information
system (MIS) development, salarics, technical assistance, and rescarch.

Most of the subprojects arc with plantations, mines and manufacturing companics,
most of which have a sense of social responsibility and existing commitment to worker welfarc.
Manufacturing is beginning to reccive the attention it deserves in countries like Thailand the
Philippines and Mexico. There is, however, a strong tendency to limit initiatives to firms that
employ (in the case of the Philippines) more than 600 cmployees. Retail has one service delivery
project, but construction, transportation, telecommunications, utilities (which are often parastatals)
and other major areas of rapidly growing employment are not represented.

42 Accomplishments

All companies that responded to questionnaires sent to subproject management in
conjunction with this evaluation (sce Appendix C) indicated positive effects associated with
Enterprise-supported family planning programs. Many pointed to benefits for the company itself:
a reduction in the number of clinical visits (for pregnancies, sexually transmitted diseases [STDs}]
and occupational injuries), a reduction in absenteeism, an increase in productivity, and more
acceptance of family planning by company officials. The Guthrie Plantation subproject reported that
the program "reduced labor disputes, improved employee morale, made the environment in the
camps more pleasant, and provided a greater sense of community within the plantation as a whole."
The National Investment Fund declared that the introduction of family planning services "increased
work productivity, harmony and well being in each working family."

Another reason that family planning programs were viewed favorably arose [rom
their positive effect on employee attitudes. Respondees noted greater awareness, acceptance, and
increased demand and use of contraceptives as a result of the program. The Friquia Socicty
subproject reported that following the launch, workers publicly authorized the company to provide
contraceptives to their wives and daughters even if they did not accompany them to the clinics. This
signalled a significant change in attitude toward family planning.
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Some respondents put family planning programs in the broader context of the
genceral social good. Friquia saw them as a means of "monitoring the social responsibilities of the
company..and of improving the image of the company.” The Guard Group project indicated that
"family planning programs act as catalysts to promote family planning in their villages."

Most of the companics indicated that they would be likely to continue their programs
once funding had terminated. Those that were not sure indicated that continuation would depend
on cmployce motivation, availability of resources and results of cost-benefit studies. (In fact, the
continuation and quality of all the programs initiated, revived, or upgraded by Enterprisc will
depend on these same factors.)

43 Issues with Respect to Portfolio
43.1 Background

When the Enterprise project began, it was cntering a ficld that had already been
cxplored for more than two decades. In particular, ILO (with UNFPA funding) had developed a
substantial portfolio of companics that were already providing scrvices to their employees. The ILO
approach was more low key than the Enterprisc--focusing mainly on population education -- and
a number of ILOs’ activitics had lost their initial impetus.

Given A.LD.’s concern that subprojects be established quickly, Enterprise staff
tended to scize these and other existing targets of opportunity. Indeed, 12 out of 15 questionnaires
indicated that companics were already providing some form of family planning scrvices, although
half of these pointed out that the services were limited and low-profile. Seven of the 12 reported
that prior funding, technical support or contraceptives had come from a donor or local family
planning organization, e.g. ILO/UNFPA, government, FPAs, or FPIA, and five stated that all costs
were borne by the company.

43.2 Enterprise Rationale and Consequences

Enterprise project staff justify their approach on the grounds that it was necessary
to establish credibility in individual countries before taking the next step -- moving into commercial
market-based channels or developing innovative business ventures, which were considered more
risky and difficult to implement. Since Entecrprise has tended to go into new countries rather than
returning to the same country, it has given itself few opportunities to explore those innovative
business ventures. Thus, the majority of Enterprise activities are still in the more obvious employee-
benefit programs.

Another issue is that in some cases, Enterprise may not have been rigorous enough
in determining whether companies actually needed the financial support provided through the
subcontract. A.LD. did not provide any guidelines as to which kinds of private firms should be
provided financial assistance and which should not (other than the Office of Population’s preference
that contracts not be drawn up with maltinationals, presumably on the grounds that A.LD. should
not be bearing costs that translate into financial savings for these large and generally prosperous
organizations). Furthermore, neither A.I.D. nor Enterprise had the kind of experience that enabled
them to analyze whether companies would be in a position to fund family planning services out of
existing revenues.
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4.4 Company Motivation for Involvement in Enterprise Project

441 Overview

The Enterprise project motivates companices to enter into subcontracts through two
approaches: 1) provision of funding, to cover costs of service provision and 2) cost-benefit analyscs,
to demonstrate to companics the savings they can cxpect if they provide these services to
cmployees. Tt is difficult to disentangle these clements in any analysis of why companics become
partners of Enterprise, but it seems in most cases that initial funding is the deciding factor.

In the case of the companics that responded to questionnaires, this certainly was
truc: Most alrcady had initiated family planning programs, and therefore they had no nced to be
persuaded of their value. These companics, however, welcomed Enterprise funding as an cffective
way to upgrade and/or improve their cxisting family planning activitics. Only two indicated that
cost-benefit analyses were needed to convince employers to begin programs (CIS and Bolivia
subprojects).

4.42 Appropriate Role and Level of Subsidies

Just as the project has no specific guidelines as to which countrices should reccive
subsidies, it also has no rule of thumb on the level of funding that should be provided other than
an average of $100,000 per subproject (see Section 7.4.3). Most of these grants have gonce for KAP
studies, training and IEC work, but a few have covered short-term recurrent costs and some have
provided funding for computer purchases. In thic main, the funds serve to cover high start-up costs
for activitics that a company would find hard to justify, not knowing what the risks and long-term
outcomes might be. In addition, they play a broader role, specifically:

. They arc a tangible expression of a shared involvement in what can be a politically
sensitive issue.

. They enable Enterprise as a partner to sct the context and standards for the
program.

Because there are no guidelines, the level of funding becomes a matter of
professional judgment. Too much money denies the opportunity for the company to take
"ownership" of the project and could potentially undermine the longer term sustainability of the
project by hiding its real costs from the company. Too little will mean the project may not be
started. In some projects Enterprise scems to have been somewhat generous in cash and computer
support. In particular, there is some question whether the project should be funding computers for
large companies such as Benguet, Guthrie, and Firestone, which would appear to have resources
to purchase such hardware and which may not be utilizing them appropriately (e.g.,in the Benguct
Gold Corporation, no one had been trained to use an A.LD.-funded computer).

443 Cost-Benefit Analyses"

. The Necd. The message that providing family planning services should result in cost
savings is certainly key to any company’s decision to enter into an Enterprise subcontract. It has

“Essentially, Enterprise’s financial analyses are firm profitability analyses. Actual cost benefit analysis
(CBA), in contrast, is designed to consider all costs and benefits, including social, so that projects can be
evaluated for which private benefits and private costs are significantly tempered by social benefits or costs.
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not always been necessary, however, to carry out a cost-cffectivencess study of its own operations
to convince company officials of this. It may be enough just to cite examples of other companics
in which the approach has been successful. For example, several of the respondents to the
questionnaire indicated that they had decided to enter a subcontract simply on the basis of an
Enterprise-sponsored workshop touting the value of employment-based services (sce Chapter 6).
Indced, many of the private scctor managers appear to have been impressed by the discussion of
the financial benefits of family planning, but scemed very skeptical of the attempt to quantify such
bencefits exactly. A hypothetical example of the probable small costs of a family planning program
and the possible (fcasible) large financial benefits to the firm would rohugly scerve the same
cducational purposc at a much smaller cost in time and cffort. The Population Center Foundation
(PCF) in the Philippines, for example, has found it adequate in introducing managers (o the idea
of industry-based family planning to give them a small, attractively designed pamphlet which
summarizes savings rcalized by a (real) local garment manufacturer who provides family planning
scrvices to his employecs.

Technical Analysis. Technically, Enterprise’s cfforts at cost-bencefit analyses can be
faulted for a number of methodological crrors. Enterprise and TIPPS had been expected to
collaborate in this complex arca, which was to be far more central to TIPPS’ activitics than to
Enterprisc’s. Enterprise has not taken advantage of TIPPS’ experience and cxpertise in this arca.
Perhaps, if it had, its analysis methodology would have been technically more professional.

Enterprise’s cost benefit methodology is technically incorrect.” According to Price
Watcrhouse in Zimbabwe, the estimate of costs is flawed in three ways: (1) the use of average costs
rather than marginal costs is technically incorrect and may lead to overestimates of costs; (2) there
is a mistake in the total cost of pregnancics equation; and (3) total costs of the project to all who
pay (A.LD., other funders, and the firm) must be included in the costs analyzed. Handling of fixed
as opposed to variable costs is also questionable. An attempt to compare the Enterprise
mcthodology to one used by Price Waterhouse of Zimbabwe found Enterprise’s methodology
resulted in an estimate of net benefits of over three times those estimated by the Price Waterhouse
mcthod.1¢

Other problems serve to make incorrect the actual equations presented in
Entcrprise’s summary of the cost-benefit analysis. The total savings equation, the total cost of
pregnancies equation, and the births averted equation are all incorrect for various reasons. (A more
detailed technical discussion of the Enterprise approach to cost-benefit analysis, together with
rccommendations on more appropriate methodologies, is presented in Appendix C.)

A final problem is that short-term evaluations (2 and 3 years) of long-term projects
can lead to seriously misleading conclusions, as one of two things can happen: Either the benefits
may last many years into the future, or efforts may lag after the early period of exuberance and
concerted effort.

5The following analysis was undertaken by Pricc Waterhouse of Zimbabwe, a firm being used by the
Enterprise project as a consultant. The Pricc Waterhouse approach has the same serious shortcomings as
does Enterprise with regard to sorting out new acceptors from true first time users. Price Waterhouse staff
are aware of this problem. This issue aside, however, when Price Waterhouse tried to use the Enterprise
mcthodology, it found it could not do so: the method was not mathematically calculable.

¥This calculation involved necessary assumptions made by Price Waterhouse even to get the method
to be mathematically calculable.
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In short, Enterprise’s use of the term "cost-benefit” is misleading and its "cost-benefit”
analysis design is faulty, Thus, these analyses have little value exeept as public refations tools.
Enterprise staff appear to agree that public relations is the prime value of these analyses.

4.5 Asscessment of Subprojects According to the Three Project Objectives

The following analysis will look at the effectiveness and impact of cmployment-
based subprojects in terms of 1) cffectiveness in increasing contraceptive prevalence; 2) cost-
cilectiveness; and 3) sustainability.

45.1 Effectiveness in Increasing Contraceptive Prevalence

Projected Acceptor Targets. For cach subproject, Enterprise, in collaboration with
the in-country company, calculates projected acceptor targets for the full period for which the
subproject is funded (usually two years). The project total for the 42 service delivery subprojects
(34 of which are cmployee-based) is very low (see Table 3).

Table 3

Enterprise Acceptors and Expenditurces
for Service Delivery Subprojects

Employment-basca Other Service
Subprojects Dclivery Projects Total

1. Total number of service 34 8 42

dclivery subprojects
2. Total projected acceptors 125,300 128,634 253,934*
3. Avcrage projected acceptors 3,700 16,100

per subproject
4. Range of number of acceptors (220 -29,000) (450 - 45,000)

projected in subprojects

* Total number of acceptors does not include the 277,500 projected beneficiaries of the HIO subprojects in Egypt, because
technically these acceptors do not receive family planning services from an Enterprise subproject.
Source: Enterprise Cost-Effectiveness Analysis, January 1989.

Lack of Data on Contraceptive Acceptors, Users. At present, a total of only 67,900
actual acceptors have been reported from Enterprise’s 42 service delivery subprojects. Thirty-four
employment-based subproiects have attracted only 9,000 users to date compared with 58,900 for the
cight PVO and NBV service delivery subprojects.

Alttough Enterprise is making an effort to collect data on acceptors, but for reasons
common to many LDC service delivery projects, these data are often of questionable value. At the
field level, Enterprise has designed two record systems for use in its subprojects: the Daily Clinic
Log and Periodic Progress Report. On the basis of these reports, Enterprise staff complete
Enterprise’s subproject Quarterly Service Statistics form. Submission of the field reports, however,
is often problematic in terms of promptness, completeness, and accuracy of the material available
because, typically, clinic and field staff who collect the data have varying backgrouad, expertise, and
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inclinations. ‘This constraint must be accepted. It would be counterproductive 1o put excessive
pressure on these staff, none of whom are cven Enterprise employees.

A sccond constraint associated with collecting aceeptor statistics is that some
companics do not keep this information, while others have their own reporting systems which do
not neeessarily conform with the Enterprise data requirements. Some (perhaps many) firms usc
forms developed by the national government program, and often these do not require all the data
that Enterprise forms request. Enterprise is to be commended for having made the decision that
it it better for such firms to stay with the nationally accepted reporting form.

It is of considerable concern, however, in assessing these data that in most cases, no
distinction is made between new aceeptors, transfer accepiors, or continuing users. As a result, it
is difficult to determine what impact the Enterprise project has had cither in increasing
contraceptive usc or in transferring the burden of service provision from the public to the private
scetor. This becomes more of a problem in those firms that were already providing family planning
services prior to Enterprise, which appears to be the norm.' There is virtually no information
available regarding drop-out rates for the same reasons.

Even in those cases in which new acceptor and transfer aceeptor data are available,
the definitions used by the different organizations are not fully consistent. Even though Enterprise
has defined these terms, they have been given different interpretations in the field (as is probably
incvitable). For example, in some subprojects "new acceptor” refers to a new user of a company’s
facility, not necessarily a new family planning user. In another subproject, a transfer acceptor might
be a person transferring from an carlicr company program instcad of from other public or private
programs. In still other cases, "1ew acceptor” means a previous user who has changed to a new
mcthod.

Several other definitional problems add to the difficulty of ascertaining a correct
number for acceptors:

" No distinction is made between subproject start-up and service delivery start-up
dates; therefore there is no way of knowing how long scrvices have been provided;

. The number of acceptors is cumulative and not broken down by year;
. Data collection dates show wide variation; and
. Subprojects providing only a portion of the services needed to run a family planning

operation are given the same credit for acceptors as are those that provide the full
range of services (sce Section 3.5.2 for fuller discussion of costs).

A final problem is that most of the subprojects are so new that there are not enough
data available. Of the 42 service delivery subprojects, 21 are less than a year old; many have been
collecting acceptor data for only a few months. Thus the data that are available are not reliable or
adequate for judging impact. In most cases, at least one if not two years of service provision will
be required before subprojects can report any regular, reliable patterns. Some subprojects (e.g., the
Topform company in the Philippines) experience an initial surge of enthusiasm and new acceptors
promptly after the first substantial Enterprise inputs. In contrast, other subprojects have begun but
not yet "taken off" (e.g.,, BAT in Zimbabwe).

For example, in most of the subprojects in both the Philippines and Zimbabwe, most of the so-called
"new acceptors” were simply new to the facility keeping records.
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In short, because of the difficulty in data collection, particularly in new subprojects,
it may have been optimistic to expect that Enterprise would yicld data that would demonstrate that
contraceptive prevalence would inerease as a result of project activitics at this stage.

Other_Indicators _of _Viffeetiveness_in__Service Delivery.  Although  increasing
contraceptive prevalence must be the ultimate goal of any family planning scrvice delivery project,
whether or not a project will actually work will depend on whether its components - training,
service provision, TEC, motivation, infrastructure development, and so on -- are the appropriate
oncs, and whether they are being implemenited effectively. In the Enterprise project, the emphasis
does not seem to be on documenting the quality of training, IEC, cte, nor is there any systenaatic
clfort to record the instances in which the suceess  of one family planning cifort results in scll-
starting cfforts clsewhere (spin-off cffect). In mature programs, scrvice statistics can be fairly
dependable indicators of potential impact. Because Enterpiise subprojects are generally very young,
however, information on prevalence is not yet indicative of subproject cffectiveness. Therefore
another way to predict effectiveness is to look at the interim indicators of quality of inputs and of
spin-off effects. For example, during the evaluation, it was possible to examine two aspects of the
service delivery subprojects: the implementation of knowledge, attitudes and practices (KAP) studics
ond actual quality of scrvice delivery.

KAP_Studics. With respect to KAP studics, Enterprise has built into the design
cither pre- or post-KAP surveys for a large nuinber of subprojects: 32 pre-project KAP surveys and
20 post-project KAP surveys. These surveys are to be used (1) to test for changes over time and
(2) as a tool for refining a subproject’s design and implementation.® Most employment-based
subprojects (11 out of 16 responses) appear to usc these surveys primarily for the sccond purpose,
to improve some aspect of the oroject. For example, Bengucet indicated the findings would be used
to help develop IEC materials and design training programs. Headquarters, however, appear o view
KAP surveys more as an cvaluation tool, and in some cases KAP surveys have been completed too
late for usc in designing other subproject activitics (sce Appendix G for details on cight KAP
surveys from five countries that were reviewed in detail).

At present, it is too carly to judge whether change will take place in knowledge,
attitudes, and practices of these firms’ employecs since most of the studies took place only recentiy
(most were conducted in 1988). Chicef exccutive officers, personnel managers, labor union officials,
and medical directors of private firms implementing Enterprise employment-based subprojects in
Zimbabwe and the Philippines were enthusiastic about these KAP studies for the undcrstanding
provided them about employees’ family planning habits. These studics appear to touch a rcal spark
with some of these private-sector decision makers, many of whom declare they have an instinctive
feeling that offering family planning is important but had not previously been exposed to the
complex factors that influence people to use or not to use contraception.

Quality of Services. Participating firms’ clinics visited in both the Philippines and
Zimbabwe displayed high standards in general appearance. In most fzcilities, a range of methods
were available and there was also provision for privacy -- both important in building continuing
contraceptive use. These facilities also provided various basic health and child survival services, in
many cases to all dcpendents of the employee. With respect to tie level of cleanliness and
cfficiency, standards were higher than in many public sector programs.

BIn general, KAP surveys were conducted in two ways: one, through a relatively expensive contract with
a professional research firm (e.g., Quest, Firestone), and sccond less expensively (and inevitably with less
scientific results) --e.g., as in the case of Triangle, by the rescarch unit of the ZNFPC with some of the
firm’s own empioyees participating in interviewing. This has significant cost implications.
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The quality of Enterprise’s medical monitoring also appears high. As part of
Enterprisc’s routine activit; -3, service delivery subprojects are assessed for quality assurance
components from proposal initiation through project implementation. A Medical Review Committee
has been cestablished to oversee the process and Enterprise has on headquarters stall a niedical
monitor to provide continued support for che various activitics. The only issuc is with respect to
a Mcdical Monitoring_ Manual that is being developed but that -- in view of cxisting worldwide
expertise on medical monitoring -- should have been ready considerably carlier. Furthermore, the
current bulky, heavy, English language dralt manual is too comprehensive and intimidating for most
ficld personnel.

4.5.2 Cost Effectivencss: Cost per Acceptor and Cost per CYP

The issue of cost-effectiveness is one on which ALLD. and Enterprise project
management do not entirely agree. At the start of the project, neither party was greatly concerned
that project implementation costs, because of the large numbers of countrics and centralized
management (sece Chapter 8), have been high. With shrinking Officec of Population budgets,
however, concerns about costs are increasing, and the CTO is now urging project management to
assess costs per aceeptor and per CYP and il possible, to reduce them. Enterprise is less concerned
about the cost per acceptor. Its position is that, in the private sector, what is important is that
benefits are above costs.

Confusing the issuc further, there appears to be no standard, agreed-upon formula
for dctermining cither numbers of acceptors or costs -- i.c., no agreement as to (a) which costs
should be included in the calculations or (b) how the caiculations should be done. This permits
scveral ways of interpreting and manipulating figures depending on what one wants to show. A.LD.
uscs onc mcthodology and raised the issuc of Enterprise’s approach in its 1988 Management
Asscssment Review which shows the costs of many subprojects being fairly high. Enterprisc has
been experimenting with various other formulas, including amortization of alternative numbers of
years (i.c., S and 10). Even with these cfforts, however, JSI cannot demonstrate that its projects will
rcally be cost cffective, and the issue of how to calculate costs remains unresolved.

The latest sct of JSI calculations with respect to projected costs for employment-
bascd subprojects, for example, suggest both high costs and an unsettlingly wide range. The figures
range from $4 to $158 per acceptor. The number of subprojects having cost per acceptor rates
above $20 per acceptor is 24 out of the 24 subprojects.® When the total Enterprise expenditurc
is divided into the total number of projected acceptors for employment-based projects, the overall
cost per acceptor rates is still a high $19.5 per acceptor.

An obvious reason for the high cost is that many of these subprojects are being
carried out in companies with relatively small sizes of target populations (in this case, employees).
When services are provided by a company with a large number of employees, the cost per acceptor
rates can be lower. Not all employment-based subprojects, however, take advantage of thcse
potential economies of scale, instead serving only a small aumber of clients at large per acceptor
cost.

¥September 1938 Management Review.

®This compares with all the 42 subprojects and components listed as having acceptors, for which the
projected total cost per target acceptor varies from $3.35 to $233. Recurrent cost per target acceptor
similarly varies from $0.00 to $171. Recurrent cost per targeted acceptor exceeds $10 in 20 of the 43
subprojects or components. The cost numbers for actual achievements vary even more widely.
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Onc reason for the great range may be that there seems no standard way of deciding
which costs of family planning provision arc rclevant for evaluation (i.c., all program costs,
Enterprise costs, Enterprise recurrent costs, or what). Often what s being exannined is the addition
ol a few Enterprise resources (o an ongoing program, with the assumption made that all acceptors
to that program arc a result of the added Enterprise project resources. What doces it mean that,
in Morocco at Cherificd des Phosphate, $3,000 is provided by Enterprise and 48,000 new acceptors
arc predicted? Doces this mean that the total cost of providing contraceptives to 48,(X60 new
acceptors over two years is only $3,0007 How are¢ we to comparce this cost per "aceeptor” to the
cost of another program that must start a subproject where no ongoing program exists and there
arc no readily available clinics, ete.? It makes little sense to count the number of added aceeptors
to an ongoing, and perhaps strong, clinical health provision service which receives small added
support from Enterprise, and credit all those acceptors to the Enterprise project. It makes cven less
sense Lo compare the acceptors per dollar obtained from such an exercise to an acceptors per
dollar figure for a different project in which Enterprise pays virtually all costs of procuring and
providing {amily planning products. That the former will have relatively low costs and the latter
relatively high costs provides little evaluative guidance.

In short, the available estimates of costs per acceptor, per continuing user and per
CYP arc of almost zero value for evaluation of a single subproject or for comparative studies of
scveral. If effectiveness is to be cvaluated, consistent and logical methods for measuring costs must
be agreed upon by ALLD. and the contractor. Then similar thought must go into deciding how to
measurce subproject delivery results (i.c., new aceeptors, acceptors using a better method, continuing
acceptors, couple years of protection, uc) and how then to cvaluate them.

4.5.3 Sustainability

General _Strategy. For all types of subprojects (employce-based and others),
Enterprise stresses long-term  sustainability as a critical factor when starting a project, giving
expression to that idea in project design and contracts. Specifically, it attempts to include four
clements of sustainability in the development and implementation of all subprojecis: (1) cconomic
and linanciai; (2) project design and nmplcmcntdllon (3) institutional and management; and (4)
political, policy and socio-cultural. In addition, Enterprise follows a number of gencral guidelines
to enhance the likelihood of sustainability:

) Subprojects arc designed so as to ensurc that the recipient is willing and able to
finance the project upon termination of Enterprise funding.

" Goals and objectives are defined and shared by all parties involved in the
subproject’s development.

. Enterprise family planning service and other subprojects are usually integrated into
the cxisting hcalth care system, and do not rely on donor support for their
continuation. In the case of employee-based programs, this means that family
planning is usually incorporated into the medical services already offered by a
company. Utilizing the existing medical facilities and infrastructure reduces costs to
the company for the initiation of family planning services, and increases ihe
likelihood services will continue to be offered once donor support is withdrawn.

. Family planning is usually intcgrated into the delivery of curative services such as
maternal and child health care. Given the bias in favor of curative care in LDCs,
the provision of preventive care together with curative services facilitates
sustainability.
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" The inclusion of staff training and skills development in clinical family planning,
record keeping, management, marketing and business planning, ctc., in the design
of many Enterprise subprojects contributes to the institutionalization of the skills and
knowledge nceded to censure the continuation of activitics and benefits after
Entcrprisc funding has terminated.?

Strategy for Employee-Based Subprojects. In its employee-based subprojects, the
Enterprisc project’s strategy of initiating projects with the larger companics is cnhancing the
likclihood that these organizations will continue to provide services after the project ends. These
companics have committed resources to work with Enterprise, and cmployers stress their
commitment to maintain provision of high quality services once initial project support has been
concluded. The likelihood of the long-term financial sustainability of projects is high, but it is too
carly to tell with absolute certainty.

Issucs. There are two major issues with respect to sustainability: onc relates to how
to maintain company commitment in casc of unforeseen changes in available resources or personncl
and the sccond to bridges with other funding sources that may need to be developed to cover of
activitics or contraceptives after project funding cnds.

It will never be possible to guarantee unconditionally that companies will continue
their commitment to providing family planning services. Even in those companies that are very
favorably disposed to undertaking project activitics and secm financially in a strong position to
continuc them, any number of cventualities could scrve to undo Enterprise’s efforts once project
funding cnds. In particular, a sharp economic down-turn within a company or changes in key staff
could lead to a cutback in services. Enterprise’s plans for institutionalizing services do not include
ways to salvage family planning if such difficult circumstances were to arise.

With respect to the need to build bridges, Enterprise’s approach to sustainability may
be too narrow, looking primarily to the company in which services are being offered to provide the
support that will be nceded to continue subproject activities once funding ends. In some cases,
internal resources will not be enough, and some external funding will need to be substituted for
Enterprise’s. Because of its definition of sustainability, however, Enterprise has tended to
concentrate on involvement with firms that appear to be the most likely to afford continued
provision of services over the long run. An exception is the Commercial Farmers Union project
in Zimbabwe, in which there is no possibility that the union can continue to offer services without
some kind of subcldy This is an excellent organization for Enterprise involvement: With its 220,000
employees and their 1.7 million dependents, it has the potential of reaching many new acceptors.

2'The Benguet Mine Family Planning Proposal (Philippines) illustrates the Enterprise approach. Goals
were drawn up through a collaborative process and thus were understood and shared by all parties
concerned. Family planning education and services were provided as a component of the company’s
Community Health Services/Family Planning Clinic, and were integrated with curative services. Project
activities were made simple and appropriate to the needs of the company and involved family planning
education and service delivery. Medical and paramedical staff reccived training to upgrade skills in family
planning motivation, counseling and IUD insertion, as well as in child survival and maternal and child
health. A health economist was provided to assist Benguet with the management and collection of service
statistics and other data to facilitate and conduct a cost-benefit analysis. Management stated it would pay
for all costs associated with project operation once the funding period ended. All these elements were
included as components of the project’s design and have thus far contributed to the successful
implementation of the program.
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In this instance, the government of Zimbabwe could possibly assume costs for the program (perhaps
providing free commoditics and staff training), but Enterprise would nced to help negotiate such
a subsidy.

A rclated issuc is that Enterprise may not have thought through which of the various
activitics it is funding arc most important to sustainability, nor to have drawn up phasc-out plans
for the different inputs. Particularg/0 at risk may be the IEC and training activitics that appear to
have been most germance to the initial success of many of the subprojects that have been funded
through Enterprisc to date. Subsidics spent on IEC activitics are very important, scrving to
stimulate demand for family planning scrvices; if this funding is withdrawn, demand may languish,
and, conscquently, the program itsclf may falter. Likewisc, funds spent on training will continuc
to be important, because quality of services -- which requires trained personnel -- is an cssential
ingredient of demand. As with the Zimbabwe expericence, it may be necessary to develop links with
cstablished family planning organizations that will enable these activities to continue. Some of thesc
links have been developed (see Section 5.3), but more cffort along these lines will clearly be
necessary.

Although Enterprise is to be commended for its cfforts to build in a sustainability
strategy, it is likely the project could do even better in this arca. First, there may be ways to guard
against a decline in 2 company’s commitment to family planning if circumstances change. Second,
it may be nccessary to think of sustainability in a different way: There should be nothing wrong
in shifting the burden of subsidics to another party if the level of activity warrants. Third,
possibilitics may exist for cost recovery as a step toward sustainability, but this would necd to be
approached carcfully.

Major Conclusions

[ Even if targets arc reached for all service delivery subprojects, because the total
number of acceptors projected is low (approximately 250-450,000), the impact on
contraceptive prevalence rates will be minimal.

. In its commercial sector activities, Enterprise has focused chiefly on employment-
based family planning as an employee bencfit and has done little with the commcicial
market-based channels set forth in the Project Paper and contract. Many of the
subproject firms were already providing services before Enterprise.

. In motivating companies to enter into subcontracts with Enterprise, the project has
been using cost-benefit analysis whose design is faulty. Formal cost-benefit analysis
may not be necessary as companies can be convinced of the savings that will accrue
from providing family planning services to employees by reference to similar case
studies. An accurate cost-benefit study methodology, however, is a critical clement
of the project and needs to be properly established.

. All subproject acceptor statistics are somewhat suspect because information related
to new, transfer, and continuing users, as well as drop-out rates has not been
uniformly or routinely collected by Enterprise. Therefore, it is impossible to evaluate
single subprojects with respect to acceptors to date or to CYPs, or to compare
several subprojects in this regard.

. Other indicators, such as quality of IEC, training, service provision may give a more
meaningful picture of the potential impact of Enterprise service delivery subprojects
than service statistics, both because of the questionable accuracy of the numbers, and
because of the young age of most subprojects.
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The quality of services provided by Enterprise’s private scctor subprojects appears
high. These private clinics are gencrally of higher standards in the level of clcanliness
and cfficiency than many public scctor programs.

= Enterprise is focusing on the question of sustainability. Some of the subproject
activitics may be sclf-sustaining by the end of this project. On the other hand, other
worthwhile subproject activities should not be expected to be sclf-sustaining.

Recommendations

Genceral

1(4)  For the remainder of the projeet, Enterprise should concentrate on consolidating and
preparing for phasc-out of its cfforts with ecmployment-bascd subprojects.

Subsidics

2(4)  Given the intent of this project to transfer some costs of service provision to the for-
profit scctor, sced money (subsidics) should be provided only where nccessary.
Guidclines for provision of sced money, including equipment) should be developed
promptly. Enterprise should seck to lecarn more about the circumstances under
which continued seed money should be provided.

3(4) Enterprise and TIPPS should collaborate to develop a consistent and accurate cost-

benefit analysis model as the basis for different types of corporate prescntations.

Effectiveness of Service Delivery Subprojects

4(4)

5(4)

6(4)

Enterprise needs to install a more uniform approach to collecting service statistics
so that this information can be measured and compared by the end of the program.

In addition to service statistics, Enterprise should be collecting data on other
program elements in its MIS. Decisions should be made concerning which of the
following elements should be included in the MIS as indicators of potential impact:

. Availability of and access to multiple contraceptive methods (as an indicator
of the contribution of an expanded choice of methods to increased usc and
continuation);

. Quality of selection, training, and supervision of personnel;

Effectiveness of IEC (people who are well-informed use a method better and
stay with it longer);

Logistics;

Costs to users and to the project;

Spin-off and collaborative working relations with other contractors and CAs;
Coordination to avoid redundancies;

Role and influence of management; and

Government policies.

The results of individual subprojects and the collective survey findings, including
focus group discussions, should be written up and lessons learned extracted for the
design of a follow-on project.
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Cost Issues?

7(4)  The Office of Population should decide what its precise goals are in the arca of cost
per acceptor and cost per CYP. ALLD. and Enterprise should then come to
agreement on how to calculate these costs. Efforts to understand the circumstances
under which some subprojects costs are high while others are low should supplant
recent across-the-board cfforts by Enterprise to demonstrate that subproject costs
arc lower than they initially appcared to ALLD.

8(4) Rather than invest further cffort in trying to manipulate subproject cost figures to
lower them across the board, the project should carry out an analysis to determine
which subprojects arc the most cost-effective and which the lcast, and, further,
determine what operating principles can be derived from this knowledge to improve
outcomes during the rest of this project and in a follow-on projcct.

Sustainability

9(4) Enterprise should analyze what can realistically be cxpected in the arca of
sustainability and develop guidcelines for future activitics. This may result in an
expansion in the definition of sustainability to include projects that rcquire some
modest financial support from governments or donors.

10(4) Enterprice should develop a thorough institutionalization strategy with a checklist
of objectives, including the establishment of management/union agreements about
the status of company programs. It should also seck to include the maintenance of
its succession in the job description of key managers. At the conclusion of the
project, the company should be left with a succinct, jointly-developed "owncrs
manual" to support the long-term management of service delivery.

11(4)  Enterprise should experiment with different combinations of inputs for start-up costs
with schedules for progressive phasc-out of Enterprise funding once the project is
established. These might include linking the firm to established family planning
organizations, cither PVOs or parastatals, for on-going technical assistance and for
continuous supplics of contraceptives.

12(4) Arrangements for on-going IEC work with employees and the regular tr2ining of
company staff in service delivery must exist at the conclusion of Enterprise’s
involvement in a subproject. In some cases and countries, this support will nzed to
be provided by government or commercial health-care providers.

13(4) Increased priority should be given to IEC. It may be necessary to impress on
company officials that the purpose of IEC work is to alter the nature of "demand”
to change it from passive "don’t want any more children" responses in surveys to
motivating people actively to discuss and demand contraceptives.

ZThese recommendations hold both for employment-based and other service delivery subprojects.

L
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5. PVO/NGO Sustainability
5.1 Overall Profile

The decision carly on in the project life to de-emphasize PVO subprojects clfectively
staunched development in that arca and today Enterprise classifics only nine subprojects as
"PVO/NGO scll-sustainability.” In gencral, the subprojects are geared to assisting family planning
NGOs to opcrate in a more "businesslike” manner and, when appropriate, to providing assistance
in how to generate income. In both approaches, the overriding goal is to achicve greater
sustainability and reduce reliance on external donor resources. The types of activitics undertaken
in this category have varied depending on the situation in the country, the sophistication and needs
of the PVOs/NGOs, and the revenue genceration potential of thase organizations (see Table E3).

In internal documents, Enterprise groups its PVO subprojects in three categorics,
the first geared primarily toward operating in a businesslike manncer and tiie sccond and third aimed
more toward resource generation,

1) Cost Containment is geared toward provision of training and technical assis tance in
the arcas of cost containment, financial and paticnt flow analysis, and planning.
Several PVOs have been provided assistance in this arca (the Population Center
Foundation in the Philippines, ASHONPLAFA, the Hondurar Family Planning
Association, and the YKB Foundation in Indoncsia).

2) NGO _resource mobilization focuses on helping NGOs gencrate profits from salcs
of services. Enterprise is currently supporting three such activitics, all in Brazil
(Sophia Feldman Hospital, PRO-PATER, and CFAIMC), all of which are sclling
medical laboratory-based specialty services.

3) New forms of scrvice delivery also is designed primarily toward income generation,
but herc the approach is for PVOs to market their family planning technical
expertise (in training or IEC) to local commercial entitics that are providing family
planning services to employees and employees’ denpendents. Presently, two PYO/NGO
subprojects are in this category: YKB Foundation Business development project, and
the Gambia Family Planning Association seminar. The Gambia activity is primarily
a consciousness-raising activity among union officials and the YKB effort, directed
at marketing services in factories, is one part of a broader subproject geared mainly
at cost containment.

5.2 Accompliskments

Several PVOs were enthusiastic about the assistance received from Enterprise. In
the area of cost containment, the YKB Foundation, whose own goal is to seek ways to make family
planning service provision more self-supporting, used Enterprise funds to develop plans tor a new
prototype clinic and indicated that "our management system is more streamlined and our
organizational goals are more clearly defined so that our activities are most cost efficient." PVOs
also indicated that additional support would be welcome, both for programs related to better
business practices and to efforts related to income generation and self-sustainability. For example,
the Sophia Feldman Hospital in Brazil has developed a profitable laboratory with support from
Enterprise. The income from this facility supports the hospital’s family planning work.

One of Enterprise’s most important achievements has been the development of the
"Business Firm-PVO Sustainability Model." Under this model, business firms pay a PVO right from
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the start of the project to deliver family planning services in the firm's health clinics. For example,
under the Enterprise-assisted FEMAP project in Ciudad Juarcz, Mexico, 10 to 20 large business
firms with a total of 20,000 cmployces will pay FEMAP, the local family planning PVO, the
cquivalent of two daily minimum wages per employee per year. Thus, FEMAP will receive from
the businesses approximately $80,000. The "prolit” made under this project will contribute to the
PVQO's sustainability.

53 Issucs with Respect to the Portfolio

The Enterprise project scems to have had some difficulty in identilying its role in
the PVO/NGO domain. That it has had to subdivide its small PYO/NGO portfolio into three types
of subprojects reflects this lack of focus. It scems not to have a clear idea what the overriding
objcctives should be in this arca. Likewise, Enterprisc keeps changing its mind as to which
subprojects should be categorized as PVO/NGO sustainability: Subprojects listed as PVG/NGO in
one internal document may have been shifted to a different group in another.? Furthermore, in the
January 1989 listing, at lcast two of the nine PVO/NGO subprojects appear miscategorized. The
ZNFPC, for example, is rcally not a PVO or NGO but a government parastatal and the purpose
of the subproject has nothing to do with PVOs: It is instead to coordinate Enterprise employment-
bascd subprojects in Zimbabwe.

In general, the Enterprise project appears to be on firm footing when identifying
PVO/NGO subprojects that are geared to cost containment. In the income generation category.
however, it has included subprojects that do not belong and has moved out others into new business
ventures (presumably to strengthen that category). The result is that the overall record in this arca
remains weak and confusing.

Perhaps because of this confusion at headquarters, the PVOs themselves appear not
cntirely clear what to expect from the Enterprise project. In response to the questionnaire query
as to what additional support could be provided by the Enterprise project to make their
organizations more cffective in the future, PVOs offered a wide range of suggestions including IEC
matcrials, financing for final cvaluations, funds to publish a final model description, support for
additional contraceptive methods, exchange programs with other countrics, and sced monics to begin
business activitics and to open additional clinics.

54 Assessment of Subprojects

PVO subproject performance can be assessed on the basis of two of the three
criteria used to assess the employee-based subprojects: 1) cost-effectiveness; and 2) sustainability.
Because prevalence per se is largely irrelevant to the main purpose of most PVO subnrojects, and
becausc data are scarce on family planning service dclivery subproject acceptors, subproject
performance in increasing acceptors is not discussed.

BFor example, in Enterprise’s draft evaluation plan, the Triangle subproject is listed as NGO/PVO Self-
Sustainability, whereas--quite rightly--in the January 1989 project database it is listed among the cmployee-
based subprojects. Also, in its semi-annual report (April-Scptember 1987), the PKMI Sterilization Center
Feasibility study in Indonesia, the PDA subproject in Thailand, the CIS project in Bolivia, and the Juanta
de Beneficencia de Guayaquil were all listed as PVO/NGO Scif-Sustainability subprojects: In the current
database, however, the first two have been shifted to the new business ventures category and the second two
to the employee-based category.
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5.4.1 Cost Lffectivencess

Improving business skills to_make PVO operations more cost-efficient. Enterprisce
has had a positive impact on the willingness of some PVOs to think of using business skills in the
management of their own activitics. Opening up attitudes is a Prc-condili(m for changing
management style and performance. Examples such as Enterprise’s NGO subproject in the
Philippincs, which aims at developing business skills of NGOs, could indeed have a wide- ranging
positive impact. It is too carly, however, to assess whether Enterprise’s work is producing
measurable results. This type of activity requires some time belore results can be demonstrated and,
like the Philippine’s subproject which began in 1988, most are qaile new.

A more fundamental question, however, is whether this is an appropriate arca for
Enterprise involvement. Not ouly is the project essentially duplicating the work of FPMT, it is not
certain that Enterprise’s resources -- both its own and the local resources it uses -- are cqual to the
nceds of the PVOs. PVOs appear to need a considerably heavier infusion of on-going management
consultation than the project is able to offer.

5.4.2 Sustainability through Income Generation

Resource Generation

In its "resource generation” subcategory, Enterprise is having some success in
assisting certain PVOs to develop new ways of generating income. It scems, however, that thesc
projects will produce only a smali part of the organization’s income nceds: The idca that a
significant number of PVOs might, with Enterprisc's help, become fully sclf-sustaining from using
business skills and creating fee-for-service opportunitics is just not tcnable.

The types of income generating subprojects fostered by Enterprisc are innovative,
and it is encouraging that many arc sclf-financing. For example, a laboratory established with
Enterprisc assistance at the Sofia Feldman Hospital in Brazil has covered costs and is providing
income toward financing family planning service provision at the hospital. With Enterprise
assistance, the hospital more than doubled the number of laboratory tests it pertorms and bills cach
month. As a result, the cxpanded laboratory is now generating sufficient profits to allow the
hospital to serve approximately 3,000 new family planning acceptors and achieve an cstimated
10,000 couple years of protection. Similarly, Enterprise assisiance in the form of fertility analysis
equipment to Pro-Pater, a vasectomy clinic in Sao Paulo, will generate additional income for thc
clinic and result in an estimated reduction of Pro-Pater dependence on donors trom 40 to 10
percent in three years.

On the other hand, to suggest that any subproject could raise sufficient surplus
revenucs to fund many aspects of the organization’s activitics, is totally unrealistic. The Sofia
Feldman and Pro-Pater subprojects, which are perhaps the most successful income-generating
activitics, generate funds by selling other services (ultrasound and semen analysis for infertility
counscling). The Sofia Feldman subproject, however, will probably generate income equivalent only
to a maximum of 16 percent of the organization’s revenue needs at the end of two years -- a small
proportion of its total operating budget. These subprojects, moreover, are with facilities that have
sophisticated services to market, an exceptional situation not easily replicable in other countrics.

A more scrious issue is whether Enterprise should te involved at all with ncw
business start-ups like these. Such initiatives, which might include activities such as acquiring
property or soliciting the donation of corporate blocked funds to estahlsh an endowment, are well
beyond the sphere of expertise of both Enterprise and A.Il.D. Even in the U.S., most new
busincsses fail and the probability of success is certainly even less in an LDC PVO being advised
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by an A.LD. contractor. No one would disagree that starting up profitable businesses on the side
may be worthwhile for some extraordinary PVOs, For ALD. to provide the type of help and
tramning nceded for this activity within the boundarics of a family planning scrvice delivery project,
however, will in most cases, be both incffective and cost-inelficient.

"New Forms of Service Delivery" -- Business Firm-PVO Sustainability Maodcl

A PVO-commercial scetor relationship was explicitly envisaged in the project design.®
The concept was based on the existence of the many private firms that are cager to provide family
planning scrvices for their employees but lack the technical knowledge for doing so, coupled with
the availability of PVOs that could help provide those services. Under this m()dcl, a group of
business firms pays a PVO from inception of the project to deliver family planning scrvices in the
firms’ hcalth clinics.

Referring to these activities as "synergy between PVOs and the commercial scctor,"
the project has pursuced them with some vigor. At least 16 PVOs are collaborating with considerably
morc for-profit organizations in 13 countrics in a varicty of examples of the Business Firm-PVO
Sustainability Model. Only two of the PVOs arc listed in the January 1989 detabasc in the
PVO/NGO category, but these are only a small sample of the effort. Others are categorized as new
busincss ventures or as subprojects with for-profit organizations (scc Appendix E, Table E6 for a
full listing and Chapter 5 for a discussion of NBV cxamples). At present, Enterprise continucs to
pursuc these avenues, most recently having suggested that NGOs in Bangladesh cxpand
contraceptive sales, provide training scrvices and facilitics, and provide for-profit services within
model clinics.”

The development of the Business Firm-PVO Sustainability Model represents one of
Enterprise’s most important achievements. This private scctor service delivery model addresses a
number of development concerns: PVO sustainability, shifting of the burden of public scctor scrvice
dclivery to the private scctor, and cost-cffectiveness. (By extending services through an "umbrella
approach" to 10-20 firms, rather than just onc firm, the volume of acceptors will be high, and costs,
rclatively low.)

Issue: Legal and Other Constraints on PVO Business Activities

One of the major rcasons that PYOs are not pursuing income generating activitics
more vigorously is that this arca represents a legal thicket and no one is quite sure about its
appropriateness. In many countries, for instance, PVOs are considered "charities” and therefore are
restricted by general and tax laws as to the trading activitics that they can undertake. A.LD.’s own

“The project paper states (p.15): "We might expect these firms [private sector firms providing family
planing as an ecmployee benefit] to assume some, but not all, of the costs of family planning delivery. In
this project, local family planning PVOs are expected to co-program and co-finance these activitics." The
project paper provides an cxample (p.18): "..assistance is provided by the PVO to design an on-site service
and referral program and to cover some initial commodity and personnel costs and some recurrent costs.
In the long run...[this] may evolve into 2 situation where the factory contracts the PVO for family planning
services."

ZSee JSI, Workplan for Program Year Two and Semi-Annual Report, October 1986 (p.3); Semi-Annual
Report and Work Plan for Program Year Four, September 1988 (pp.40-41); and other JSI documents.

¥See JSI, Trip Report: Bangladesh, April 19-May 3, 1988.
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policy with respect Lo its own projects is also somewhat unclear. A.LD.s approach to funding and
supplying commaoditics is that of a donor, not a venture capitalist. (()nsupu,ntly, there is confusion
about the role of Enterprise in making loans or giving other forms of "venture capital” support to
PVOs cmbarking on the entreprencurial route.

To conclude, in the arca of fund raising, although many PVOs face an cxtremely
difficult futurc with respeet to maintaining their funding sources, it is apparent that the magnitude
and complexity of their problems are beyond the resources of Lnu'rprlsc Projcct expertise and skills
arc limited; the possibilitics are clouded and few; and even the most successful fund-gencerating
activitics cannot yicld substantial profits.

This does not mean that PVOs should not look to new ways to lessen donor
dependency. It suggests, however, that the need is not to plunge into the [irst capitalist scheme that
is presented; the need is rather to develop an all-around income diversification strategy as a step
toward long-term sclf-sufficicncy. Such a strategy might include acquiring property, providing
services, or soliciting the donation of corporate blocked funds to establish an endowment. The
diversity of options and the capacity of a PVO to pursuc them varies greatly (see Appendix H for
a discussion of the various clements of such a straregy). Developing such a strategy, however, is not
a job for Enterprise: Enterprise staff are not cequipped to undertake this broad role and it would
be a dilution of resources for them to do so.

Major Conclusions

" Enterprisc has had a positive impact on the willingness of some PVOs to think of
working with private business and on the use of busincess skills in the management
of their own activitics. It is too carly to find clear evidence of significant
improvements in PVO management performance as a result of Enterprise assistance,
however.

[ Many PVO:s face an extremely difficult future in respect to maintaining their funding
sources. The magnitude and complexity of their problems is beyond the resources
of Enterprise.

Recommendations

1(5) No new PVO activitics should be initiated aimed solely at PVO strengthening or
PVO sclf-sustainability. Instcad, work with PVOs should focus on activitics to cnable
PVOs to market training, [EC, and other technical services to privaie scctor entitics
for a fcc — what JSI has called the "synergistic approach.”

2(5) Enterprise should review host government and A.LD. policies that may be inhibiting
PVO subproject economic activity and suggest any changes that it decems nccessary
to cnable more activitics to take place.

)



le wu

- 37 -

6. Necw Business Ventures
6.1 QOverall Profile

The creation of the category "New Business Ventures” (NBV) has scrved more to
obfuscate accomplishments in this arca than to highlight them. It is not at all apparent that
Enterprise staff themscelves find the "theme" category of New Business Ventures cither uscful, well-
defined, or even understandable. No clear guidehnes exist to define it. Rather, what is clear is that
the "New Business Venture" category is in itself a confusing one.

To define New Business Ventures, the project uses the term "innovative and at times
‘high-risk’ privaic scector efforts...[that would help achieve the project goal of] enhancing the level
of family planning scrvices...while reducing the cost to the consumer.” It cites four types of
subprojects through which it hopes to achicve this goal: 1) utilizing private medical practitioners to
provide services; 2) some kinds of contraceptive marketing (chosen carcfully so that there is no
overlap with A.LD.’s contraceptive social marketing program); 3) local procurement and distribution
of contraceptives; and 4) "preferred provider schemes,"?

A look at the overall portfolio reveals a host of inconsistencics with regard to what
constitutes a New Business Venture. Twelve subprojects are currently categorized under the "theme”
of New Business Ventures, although the number has changed over time as various subprojects have
hcen moved in and out of this category (sce Appeadix E, Table E4). Some of the subprojects
represent new initiatives, but more are the result of reshuffling existing projects into this category.
Thus, seven of the 12 subprojects in this arca are implemented by PVOs, many previous denizens
of the PVO/NGO category (sce Scction 5.3), and an cighth is a commercial firm. In short, they do
not appear very different from activities carried out by subprojects in the 2mployment-based [amily
planning or PVO/NGO sustainability category. This scparate category is confusing, making it difficult
to identify the kind of help needed by subprojects (sece Appendix E, Table E4).

6.2 Accomplishments

Disrcgarding the problem of definition and focus, a review of the subprojccts reveals
some ctfcctive efforts. Enterprise emphasized that provider-based cfforts would be a prime paradigm
for this category and has launched several of thesc. One example is the MEXFAM (Fundacion
Mexicana para la Planification Familiar) doctors project in Mexico. With Enterprise assistance,
MEXFAM trains unemployed physicians in family planning scrvice provision and subsidizes these
cfforts during a two-year contract period. After this time, the doctor is expected to become totally
sclf-sufficient. Seventeen of the 20 doctors trained under this project are now self-sufficient. Over
a one-year period, these doctors have provided approximately 17,380 CYP at the relatively low cost
of $3.45 per CYP. In response to the evaluation questionnaire, MEXFAM reported that through
Enterprise, its awareness and interest in achieving self-reliance has increased. Moreover, it reported
that 20 clinics had also been established successtully through the project, of which 10 were already
financially self-sufficicnt and the rest were expected to achieve self-sufficiency by the end of the
subproject. MEXFAM had also arranged for follow-up funding from IPPF for any technical
assistance and supplies that would be needed in the future.

77 *The Enterprise Program at the Halfway Mark," JSI. Also, The Enterprise Semi-Annual Report, April-
Scptember 1987. In these two documents, once again, subprojects are categorized differently: the PROTA
subproject is identified as an example of "contraceptive marketing” in the former and an exainple of
"expanded local procurement and distribution of contraceptives” in the latter.
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The Toecdash Family Health and Planning Fourdation, designed o assist private
groups in initiating sclf-sustaining "fec-for-service” family planning to underserved populations in
urban scttings, is another good example of an cffort to expand markets and reach new acceptors,
Likewise, the ADOPLAFAM project in the Dominican Republic and the Family Planning Products
market Capability Fvaluation in Thailand represent variations on the theme of finding new markets
for family planning PVOs. These activitics scem o represent a genuine expansion of cach PVO's
capacily, not a substitution for work it was alrcady doing.

With regard to cfforts 1o expand sales of Jow-cost contraceptives, the PROTA
project in Mexico, which makes 1UDs available to trained practitioners, appears Lo be quite
successful, The PROTA project obtains TUDs at no charge from the Mexican governmeni or
donors and sclls them at low cost to private physicians in return for their charging minimal fees for
insertion. This project is the largest distributor of Cut 380A 1UDs outside of government scrvices
worldwide. Over a onc-year period, the project provided 37,969 CYP at an estimated cost of $2.27
per CYP, Like the MEXEFAM subproject, it estimated that it would become sclf-sustaining by the
end of th program. This conclusion was based on an analysis funded by Enterprise to measure
revenues needed from the distribution of TUDs to support operating costs.

Not all these subprojects are as optimist about long-term sustainability as are the
MEXFAM and PROTA cfforts. The Turkish Family Hcalth and Planning Foundation and
ADOPLAFAM, the other two subprojects that responded to the question of long-term prospects,
expressed some doubt on this scorec. ADOPLAFAM indicated it would require technical and
financial support from Enterprisce for some time.

6.3 Health-Care Markets

The subprojects now categorized under the heading of New Business Ventures
include some of the more promising activitics undertaken by the Enterprise project. Moreover, as
free-standing micro-businesses in which the beneficiarics are the owners, a number of them appear
to fall into a catcgory that has received little attention to date under the project. This category was
specifically cnvisaged as onc of two ways in which Enterprisc might introduce family planning into
commercial channcls. Specifically, the Project Paper referred to "integrating the provision of family
planning products and services into existing profit-making commercial channels"... [nameiy] the
various types of hecalth-carc markets which flourish in LDCs." Possible targets were

. Mecdical personnel - doctors, nurses, midwives, paramedics, traditional birth
attendants;

» Fixed-facility service-providers - hospitals, clinics, health centers;

a Retail outlets - ptarmacies, sundry stores, street vendors, distributors, national
associations of pharmacists, grocers;

. Contraceptive manufacturers - pharmaceutical companies, sales groups, distributors;
and

. Financial providers - group health plans, insurance companics, pension plans, and

private associations.?

®Enterprise Project Paper, pp.14-15.
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Enterprise staff do not scem very familiar with this part of the Project Paper nor
do they scem to conceptualize their subprojects in these terms. They have, however, pursuced a
numbcer of such activities, most of which are now categorized as NBVs, Staff claim to have explored
other options of this type as well, but point out that working with private health-care providers and
commercial markets is not casy. Morcover, they make the point l‘ml ALD. has discouraged them
from pursuing health market possibilitics that might compete with the SOMARC project.”

6.4 Conclusion

‘The subprojects now categorized under the heading of New Business Ventures
include some of the more promising activitics undertaken by the Enterprise project. They do not,
however, appear very different from  activitics carricd out by subprojects in the category:
cmployment-based family planning or the PVO/NGO sclf-sustainability. This scparate category is
confusing, scrving mainly to complicate identilying assistance needed by subprojects.

Recommendations

1(6)  The "New Business Ventures” category should be dropped. Subprojects now classified
by theme as "new business ventures” should be reclassificd under one of the project’s
original categorics (presumably PVO sustainability or market-based commercial
channcls). No cflorts should be made to start new business ventures not directly
rclated to family planning.

2(6)  In any programming initiatives ihai are undertaken between now and the end of the
project, more attention should go to exploring systematically options with market-
based commercial channels as sct forth in the project, even if these do not lead to
immediate gains in acceptors.

#Examples of Enterprise Program Activities with Health Care Markets." Memo from Joel
Montague/Nancy Harris to Barbara Pillsbury, February 7, 1989.
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7. Implementation: Other Program Activities

7.1 Workshops
7.1.1 Overview

The A.LD. - JSI contract stipuiates that Enterprise is to conduct 10 multi-country,
topic-specific workshops on business o other ficlds relevant to private sector family planning. The
1986 contract amendment specificd that workshops attended by more than 35 participants would
qualify as two workshops. To date, Enterprise has carried out seven workshops. (In reality, five
multi-country workshops were implemented. ' ¢ two of them had more than 35 participants.)

In addition to these workshops, Enterprise has carried out five country-specilic
workskops. These workshops weee not specified within the contract. Enterprise implemented them
because it felt these activitics contributed to the program’s overall objectives (sce Table 4 and
Appendix E, Table E7).

Table 4

Enterprise-Sponsored Workshops

PVO Focus Employment-Based Focus Total
Multi-country 1 4% 5
Country Specific 3 2 S
Total 4 6 10

The workshops have been held in every geographical region. They have focused on
both PVO and employment-based topics. A total of 337 participants from 40 diffcrent countrics
have attended. Of the participants, 6 percent have been government officials, 17 percent were
cither consultants or medical personnel, 24 percent were from PVO/NGOs, and 53 percent
represented either parastatals or private businesscs. The entire workshop held in The Gambia was
devoted to trade union involvement in family planning.

The subject matter covered in the PVO workshops tended to vary depending on the
region or country, whereas the employment-based workshops all texded to focus on the benefits
of family planning to employees.

7.1.2 Achievements

Overall, the workshops have scrved three purposes. First, they have been an effective
method of disseminating the goals and objectives of the Enterprise program to the PVO and
commercial sectors. Second, they have provided an impetus to mobilize PVOs and private
organizations toward initiating or improving family planning activities. Third, they have been used
as a mechanism for identifying new subprojects.

¥Because two of these workshops had over 35 participants, each one counts as two workshops.
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The success of the workshops in developing subprojects is well documented. At least
49 proposals have been submitted to Enterprise by workshop participants, and out of these 19 have
been developed into subprojects.

Perhaps cven more impressive, these workshops have resulted in some companics
having moved to initiate family planning services on their own, without using Enterprise funding,
This is a major accomplishment for which Enterprise descrves considerable credit. For example,
following an Enterprise-sponsored  workshop which focused on 1EC activitics, the Triangle
corporation in Zimbabwc conducted, on its own initiative, a male motivation campaign to encourage
contraceptive use using its own resources. In another case, following a self-reliance workshop in the
Philippines, NGOs banded together to form the Philippine NGO Council on Health and Family
Planning, which scrves as the action/interest group for tEc private sector on family planning matters.
In yct another example, as a result of the Enterprise workshop held in the Dominican Republic,
three companics, one foundation, and an association of commercial flower growers from Colombia
agreed to purchase services from the local family planning association.

Other examples of participants wanting to initiate or expand {amily planning scrvices
in their countries, communitics, or firms have been attributed to the workshops carried out by
Enterprise. For example, in Morocco, after staff members from the firm Regie des Tabacs attended
the Dakar Workshop, the company decided to offer family planning scrvices on its own, without
Enterprise funding.

1.2 Training Modules
721 Overview

The A.LD.-JSI contract required Enterprise to produce three training modules, both
to assist in preparation and implementation of the workshops and as a resource for program
managers in initiating subprojects. Two were produced in the first year of the project. These were
used in the sccond year and were later revised for publication and wider distribution. A third
module is now being developed.

The first module, Asscssing Your Organizational Assets, A Manual for Managers of
Privatc Voluntary Organizations Involved i1 Family Planning, was produced with assistance from
Birch and Davis under a subcontract agrcement with JSI and contains information on how PVOs
might achieve greater cost effectiveness, more efficient management, greater results orientation, and
new sources of income.

The second module, Developing Company-Based Family Planning Programs: A
Module for Use by Trainers in Workshops for Managers, was produced with assistance from World
Education, a JSI subsidiary, as part of a subcontract agreement with JSI. In addition to its use in
cor.nection with workshops, the manual has been used in briefing local workshop sponsors and
support organizaticns, and in specific technical workshop presentations. Copies have been
distributed to PVOs interested in selling their services to commercial firms. Portion. of the module
have been iranslated into French and Spanish.

A third module, titled Developing PVO Self-Reliance, will build on Enterprise’s
experience in developing PVO self-reliance. The module is now in its preliminary development
stages. It will have two parts. Part one, a technical section, will review topics such as marketing
strategy, management of assets, and cost accounting, and will describe various income generating
techniques. Part two will highlight the successes of 10 developing country non-profit organizations
that have used some of the financial tools described in part one. World Education will be
subcontracted to assist in developing this module.
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7.2.2 Achicvements

To date, over 400 copies of the first two modules have been distributed. Several
independent organizations are presently using the two modules for their own work, For example,
copics of the PVO module were supplicd to the Philippines Businesses for Social progress, (PBSP)
an NGO funded by 120 Philippine businesses. PBSP is using the manual in its program for helping
community-bascd, not-for-profit organizations to become sell-sufficient. These organizations include
cooperatives, credit unions, farmers scervice socictics and community health centers. In Manila, the
Asian Institute of Managetent is using this module in its management courses for service
organizations. In addition, copics have been provided, upon request, to USAID missions, other
donors and cooperating organizations including World Education, Inc,, The Asia Foundation,
Manolfl International, IPPF, University of London, and The World Bank.

73 Technical Assistance to USAID Missions

7.3.1 Overview

In addition to the major project activitics, Enterprise has been active in providing
technical assistance to USAID missions in the general arca of what might be termed "privatization”
of family planning scrvices. This activity, which differs from the usual Enterprise Program country
asscssment and project development visits, involve visits from Enterprise staff in response to mission
requests to look broadly at public/private sector collaboration or to assist A.LD. in planning.
Technical assistance of various types has been provided in the following countrics

. Indonesia - TA on privatization of health and family planning services

. Thailand - 'TA on private scctor strategics for the Ministry of Public
Hcalth and A.LD. and analysis of an NGO family planning program

. Chad - Asscssment and description of private sector health and family
planning activity

» Nigeria - Assessment of a single State private sector family planning
program for the World Bank and A.L.D.

. Nigeria - Nigeria private sector assessment for the World Bank and
A.LD.

- Barbados - Project Paper preparation and technical assistance in the
Eastern Caribbean

@ Liberia - Private scctor assessment as an AID pre-Project Paper
activity

® Ghana - Private sector survey and specific analysis of the potential

of the midwifery association as service providers

. Egypt - Survey of existing privatc sector family activities and
recommendations to A.LD. on potential expansion

ASource: Enterprise at the Halfway Mark.
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. Bangladesh - Assessment of NGO and private sector possibilitics
within existing program

" Thailand - Private scctor resource utilization study for the Ministry
of Public Health (MOPH).

13.2 Achicvements
Missions have gencerally been positive about the work done on these trips.
Morcover, the visits appear to have been cffective in furthering acceptance of the overall

Enterprise goal of privatizing family planning scrvices.

Recommendation

1(7) It may be appropriate for Enterprise to provide advice to USAID missions when
requested, but the project should not seck such situations and should not fecl
compelled to develop a subproject in every country in which it provides technical
assistance. In some cascs it will be more appropriate for the mission to initiate
private scctor activitics as part of its own bilateral project.
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8. Management
8.1 Overview
8.1.1 Staff

Although the project design originally envisaged 15 [ull-time professional stafl, and
the contract called for 8 core professional staff, the present staff totals 30. Of these,

" 17 arc health or family planning specialists (5 of whom have some private
scctor or health financing experience);

" 4 arc private scctor specialists; and

. 9 arc technical and administrative support staff.”

The Enterprise Program’s organizational structure is arranged according to three
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geographical teams: francophone Airica and Latin American; anglophone Africa, Asia and Brazil,

and the Near East. Each tcam is supervised by a deputy director. The deputy director for the Near

East region also serves as the program administrator. Each team also has three to five project

monitors who backstop the implementation of activitics in the different regions (sece Appendix I,
"Enterprisc Program Organizational Chart).

Providing specific support scrvices across geographical lines are two technical
personnel. A medical monitor is responsible for ensuring that family planning scrvices achicve a
quality standard, and an cvaluation specialist was hired in Scptember 1988 to assist in documenting
and disscminating the expericnces of the program. A management committee has existed since the
start to oversce program implementation.

Enterprise also has two regional offices, located in the Asia (Philippines) and
anglophone Africa (Kenya), and is in the process of cstablishing a third -- in francophonc Africa
(Togo). A total of five pcrsons, most of whom have family planning expertise, are now ecmployed
for these three offices.

8.1.2 Staffing and Organizational Issues

The selection of JSI as contractor appears to have been based primarily on the staff
skills it was expected to bring to the project. The present staff, however, have little expertise in
public economics, health finance, cost-benefit analysis or private sector organization and
management to support the project’s private sector emphasis.

The dccision to organize staff geographically represents a departure from the terms
of the contract, which had indicated that staff were to be organized according to functional lines:
business/management development teams and family planning teams. According to project staff,
these changes were made on the grounds that they would accelerate operational decision making,
clarify responsibilities for subproject management, and strengthen administrative backstopping in
proportion to the growing need. Management also belicved that the cultural and linguistic grouping
would foster effective strategy development and the efficient use of inputs.

Given the numerous activities being carried out in many countries throughout the
world, this shift appears to have been appropriate. On the other hand, iIf a core business ‘cam had

*The numbers have been estimated based on JSI's "Enterprise Program Professional Sta{f® overvicw.
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been formed, this might have censured that some of the private scctor emphases would not have
been lost among family planning issucs.

8.1.3 Regional Staffing

Regpional Staf{. Both the Project Paper and contract call for five full-time (40
hours/week) regional advisors to be placed throughout the world by the end of the fourth year of
the project. To date, however, only two advisors have been placed -- one who cestablished a
regional office for anglophone ‘Africa in Kcenya, and the other 1in an Asian regional office in the
Philippinces. Each office is staffed by two persons, the regional advisor and a program associate (the
anglophone Africa advisor is a half-time Enterprise employee).™ A third regional advisor will soon
establish an office in Togo (for francophone Africa).

Enterprise has decided not to ficld the other two planned regional advisors and
instcad to usc part-time consultants in Latin America. It justifics this move on the grounds that it
needs a critical mass of persoancl at headquarters to develop knowledge about private scetor family
planning. Clearly, a centrally funded worldwide project such as Enterprise needs a strong central
basc. The delay in regionalizing, however, appears to have been a mistake, both from the
perspective of cost and impact.

A sceond issuc relates to the use of the skills of the regional personnel. All four of

the Africa and Asia regional staff appear highly competent and motivated. Often, however, their
prime roles of designing, monitoring and supporting subproject activitics are pre-cmpted by
subproject monitors in  Washington. These  advisors instcad are often overwhelmed  with
administrative work (c.g.,in onc regional office, the program associate is responsible for adding up
subproject receipts). Morcover, if and when technical support is provided by regional staff, it
appears to be ad hoc assistance or trouble-shooting within the region, rather than consistent and
long-term oversight.

This scems a poor use of the regional staff. Morcover, using Washington monitors
is cxpensive (c.g., travel, per diem, shipping, ctc.) and also terds to slow the implementation
process.

In-country Representatives. Although it was not part of the strategy, the Enterprisce
project has made some cffort to recruit and use in-country represcntatives. In a few countrics, the
project has designated a local individual to help it coordinate its efforts. In Zimbab-ve, for example,
a local Zimbabwcan woiks full-time as the coordinator of Enterprise’s scveral sub-projects. In Latin
America (c.g., Mexico and Brazil) and in Asia, Enterprisc has also identified some excellent local
resources.

It might have been helpful in program implecmentation if Enterprise had madc a
greater cffort to recruit in-country representatives: Using in-country personnel has many advantages
-- impact, sustainability, and cost among them -- and, furthermore, is essential at this point in the
evolution of development assistance.

Lines of Authority. Operational coordination and implementation of the project is
firmly bascd in Washington. In addition, the lines of authority from the director and deputy
directors to the remaining staff are such that decision making is clearly from the top down, with
little delegated authority. This is true both in Washington and in the field. For example, in

¥The Anglophone Africa advisor is also deputy director of the Family Planning Private Scctor project
which JSI is implementing for USAID in Kenya.
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Zimbabwe, before the results of 4 KAP study could be used by the British American ‘Tobaceo
Company subproject, the results had to be sent to Washington for approval, ‘This hampered the
subproject design process. As a result of this authoritative structure and the centralization of the
program activitics, the decision making process is ofien time consuming and inefficient.

During the summer of 1988, cfforts were initiated to transfer some subproject
responsibility to the regional offices. Four countrics are now monitored from the regional offices
by the program associates. In Africa, responsibility for activitics in Zimbabwe and Zambia has now
been handed over, at least nominally, to the regional program associate in Kenya. In the Asian
regional office, the program officer is now formally responsible for monitoring subprojects in the
Philippines (where the Asia office is located) and for helping to develop potential subprojects in
Nepal and possibly Pakistan. Both program officers, however, still report directly o project
monitors and/or a deputy director in Washington -- not to the regional advisor with whom they
share their office and have daily interaction. The regional advisor learns about things but is not
part of the line of decision-making authority: Ncither the Asia or Africa regional advisor has
responsibility for monitoring any subprojects in the region.

8.2 Prime Contractor - Subcontractor Relationships

The Project Paper called for a consortium to implement the Enterprise project. JSI
cnlisted three subcontractors which were expected to provide the following capabilitics:

" John Short & Associates - for socio-cconomic, demographic strategy, and
busincss analysis;

" Birch & Davis - for financial management and training; and
“ Coverdale Organization - for human resources and training.

The performance of individual staff members from the three subcontractors has
received favorable mention in a number of cases. On the other hand, there scem to have been
some ncgative clfects of this arrangement, including adding cost to the project. In particular, a
competitive relationship exists among the four firms involved, three of which (excluding Coverdalce)
generally vie against cach other for ALLD. contracts. Considerable time and attention was spent,
especially carly on, trying to resolve the issucs that arose as a consequence of this relationship.

Particularly disappointing has been JSI's relationship with John Short and Associatcs.
The project design had anticipated collaboration between the TIPPS project and Enterprise, and
John Short’s rolc as prime contractor for TIPPS was supposed to facilitate that relationship. In fact,
little collaboration or fruitful interchange appears to have taken place to the detriment of the
Enterprise project (sce Scctions 2.4.2 and 4.4.3). The subcontractors have been charged with
tending to use Enterprise as a training ground for junior staff who, once they acquired some
expertise through the project, were moved to other jobs. Indeed, the February 1988 Enterprisc
Program Management Review revealed that all of the five Enterprise staff members who had left
the project were subcontractor personnel. ™

MFcbruary 1988 Enterprise Program Management Review, (Part IV. Personnel: Key Personnel Changes,
Proposed Re-organization Recruitment).
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8.3 Relationships Between Project Principals
8.3.1 Enterprise Relationship with ALD.

Enterprise management has provided the requisite reports to ALLD. in a timcely,
responsive, and appropriate manncer, and overall relationships between Enterprise and ALLD.
appear be cordial.

On 2 conceptual level, however, the relationship has been clouded by the mixed
signals coming from A.LD. with respect to project goals, evaluation indicators (see Scction 2.3) and
the disagreement with respect to Enterprise’s approach to cost per acceptor analyses (sce Scction
4.5.2). 'The turnover in CT'Os has certainly contributed to the unsettled situation. Perhaps more
important, CTOs scem to have been no more versed in business than Enterprise management.
There'ore, ALD. has been in no stronger a position to keep the project on target than has
Entcrprise.

Enterprise has pointed out on sceveral occasions  that wnrking with A.LD.
Washington has been very difficult because it constantly has to deal with "catch-22s." For example,
JSI wanted to generate investment income with A.LD.’s money to finance PVCs but was not able
to do so because monics used were part of the Public Treasury. There is also the conflict of
interest Enterprise has had to face any time it has used U.S. taxpayers’ ~ionics to strengthen a
forcign organization that was becoming a competitor with a U.S. multinational or reducing its
export potential.

8.3.2 Enterprise Relationships with USAID Missions

According to cabled responses to questionnaires, Enterprise staff appear to have
good working relationships with the USAID missions. In general, mission responscs were positive
rcgarding the conceptualization and design of country specific subprojects and the quality of
Enterprisc technical assistance. As a result of Enterprise’s success at the ficld level, numerous
Missions have rcquested buy-ins, indicating a desire to work with the program.

The major drawbacks with Enterprisc’s management identificd by the missions were
the minimal use of local consultants and the project tendency to under-utilize regional offices ior
monitoring subprojects and other tasks.

8.3.3 Enterprise Relationships with Host-Country Personnel

Personal and professional relationships appear to be quite good between Enterprise
and subproject host-country staff. Answers from 30 subprojects to the evaluation questionnaircs
rcferred to Enterprise’s "professionalism,” "genuinc interest in assisting the organization,” "expertise,"
and "ability to improve self-reliance,” and many indicatcd that they would recommend Enterprise
assistance to other organizations.

8.4 Financial Management
§.4.1 Overview

As of November 1988 (end of program year three), Enterprise had spent about half
its funds. The rate of expenditures has varied greatly among funding categorics. The consultant and
other direct cost budget lincs had excecded 100 percent, whereas only 18 percent of the budget
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allocated to subprojects had been spent (the lowest percentage among all the line items) (sce Table
5).

Project management has claimed that it is now facing budgetary and manpower limitations
that may constrain the breadth and volume of activitics it will be able to cariy out.” Even though
figures for expenditures do not include accruals (which may be significant, given that the inajority
of subprojects are of recent origin), the suggestion that there is a shortage of funds does not
appear tenable. On the contrary, a relatively large amount of money remains to be spent betwern
now and the end of the project in September 1990, Morcover, since the project has linc-item
flexibility (is able to shift funds between budget lines), if shuctages appear in one arca, these can
be covered with funds from another arca.

Table 5
Program Budget and Expenditures as of November 1988

Expenditures

Total Expenditures as Percent

Amounts To Date of Amounis

Budgeted (Nov 88) Budpeted
Salarics 32,879,438 $1,771,757 (61)
Consultants 440,277 468,070 (106)
Travel & Transportation 1,887,767 1,126,039 (60
Allowances 2,112,669 528,601 (25)
Commoditics & Equipment 1,335,742 591,562 %))
Other Direct Costs 857,517 1,361,887 (159)
Overhead 2,015,506 1,239,887 (61
Subprojects 9,487,340 1,754,675 (13)
Subcontracts 5,000,000 2,893,948 (58)
Fee 1,750,000 788,649 (45)
TOTAL $27,766,355 $12,524,500 (45)

8.4.2 JSI Accounting

The project accounting system enables project management clearly to identify costs
associated with all project actividics. Both funds and staff time are tracked according to an
claborate coding system. Specifically, time is tracked according to approximatcly 200 "activity
centers,” cach with its own code. Activity centers include codes for subprojects, buy-ins, large or
complicated technical assistance assignments, workshops, modules, non subproject activities for cach
country, and other discrcte activitics such as medical monitoring, administration, program
cvaluation, commodities management, newsletter, and applied research. Thus, it is possible to
develop an accurate picture of both funds allocated and time spent on most project endeavors.

3]SI Scmi-Annual Report and work plan for Program_Year Four, April-September 1988, p.42. The
text states: "due to the scarcity of both financial and human resources we now know that many interesting
activities may be foregone in order to adhere to contractual terms.”

¢
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8.4.3 Administrative and Subprojeet Costs
» Administrative Costs*

At present, according to project management, the level of administrative vs,
operational expendituies incurred by Enterprise appears appropriate. Over the last three years, the
average amonnt spent on program administration has been approximately 21.5 pereent (sce Table

0).

‘Tablc 6
P .ogram Opcrational and Administrative Costs
PY1-PY3
Year Operational Administrative
PY1 79% 21%
PY2 T7% 23%
PY3 80 20%

" Subproject Costs

Of the total Enterprise budget of $27.7 million, about onc-third is designated as
sced money (subsidies) for subprojects.” Other principal costs associated with the subprojects are
for the development and monitoring of the subprojects by Enterprise staff. These are operational
costs in support of the suborojects, but arc distinct from the subproject budget item.

. Sced Money (Subsidics)

The contract had estimated that up to $100,000 in sced moncy would be spent per
subproject, but, on average, the outlay has been lower -- approximatcly $86,000. The range,
however, is considerable - from as low as $4,000 for the Gambia Family Planning Seminar to
$532, 571 for the HIO subproject in Egypt (sce Appendix E, Table E8). The lack of specific
guidelines on zppropriate levels of spending makes it impossible to judge whcther the amounts in
question are appropriate. Because the project, at least initially, did not direct the project to
minimize costs, it is not even appropriate at this point to attempt to judge whether these funds
have been allocated in a cost-effective manner. This is obviouslv a serious issue: At this point,
ncarly $2 million has been spent for subproject funds with no clear evaluation indicators that would
provide a basis for assessing whether these funds have been spent wisely.

% Admibistrative costs reflect time spent by headquarters staff on administrative activities (e.g. budgeting,
logistics). All other costs are attributed to the operational budget.

¥The original budget outlined in the Enterprise project paper was estimated at $39.4 million, of which
approximately $19 million was to be used as seed money (subsidies) for subprojects. Based in large part
on JSI's responce to the Request for Proposal (RFP), the contract budget was reduced to $27.7 million,
with most of the cuts ccining from the subproject category. The current subproject budget line is $9,487,340.
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" Development and Monitoring Costs

Development Costs, Ingeneral, because of Enterprise’s centralized administrative
and monitoring, structure and the large number of subprojects throughout over 40 countrics, the
costs associated with subproject development and monitoring must be judged high, Granted, these
costs may vary depending on the country, the subproject, and the host organization, but in general
implementation costs are considerably above the cost of subsidics.

In both Zimbabwe and the Philippines, for cxample, approximately 55 pereent of

total subproject implementation costs  (ie., dircet costs  plus  technical  assistance) are for
management, including subproject development and monitoring (see Tabie 7). "Fhis compares with
only about 20 pereent that go to sced money (subsidics).

Tablec 7
Total Subproject Implementation Costs
Zimbabwe Philippines

Subproject Cost 3 102,006 (22.5%) ¥ 140,806 (20.0%)

Dircct Costs
Indirect Costs

Total

Technical Assistance  $ 57,411 (12.5%)

$ 179,928 (40.0%)
$ 115,413 (25.0%)

$ 455,418 (1007%)

$ 105,990 (15.0%)
3 277,401 (40.0%)
$ 177,932 (25.0%)

$ 702,134 (100%)

Subproject development costs are very high, in part because U.S.-bascd Enterprisc
stalf and consultants carry out the assessments, projeci design  activiiies, and contractual
arrangements that are cssential to launch these activities. The time needed to develop subprojects
is much greater in some countries than in others. In Zambia, Indoncsia, and Zimbabwe, on the
basis of one, two, and three trips, two, three tnd three subprojects respectively were developed. In
Morccco, on the other hand, it took numerous trips to launch just two subprojects. Despite these
differing patterns, it is fair to say that most activitics require multiple trips, often with scveral staff
members and/or consultants. Enterprise staff maintain that Lecause the project is breaking new
ground, subproject development requires more time and effort than would be necded to set up
morc cstablished family planning programs. They belicve, iowever, that investing staff time in the
ficld to the maximum cxtent possible results in better design and management.

Mouitoring Costs. Enterprisc staff appears to have pursucd monitoring and
backstopping vigorously and conscientiously throughout the project. A great deal of expensive travel
time has consequently been spent in this arca. These costs are clevaied still more because
Enterprise is operating in a large number of countrics. A concentration and intensification of
cfforts in fewer countries (15 or 20, perhaps) would certainly have reduced costs. Instead of a
hcadquarters staff member making a trip to visit one single country for one single subproject, as
has frequently occurred, economics of scale could have been realized.

Enterprise is quite similar to the many other Office of Popuiation centrally funded
projects with a U.S. basc and worldwide activitics, and, 2t this point, 1t is impossible to judge
whether Enterprise’s costs are comparable to other such programs, or whether they are higher.
Because of the vast span of activities and the slow pace of regionalization, however, the

n
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cxpectation s that they are higher. AJLD. needs to take a closer look at subproject costs across
programs like Enterprise to determine what levels are appropriate,

8.5 MIS and_Livaluation

8.5.1 Definition of Terms

MIS (management information system) means the formal system that brings together
data from individual subprojects for purposes of decision making. The monitoring activitics that
have oceurred over the project life have not fed into any central MIS.

Evaluation in Enterprise refers first to program _cevaluation  --  that is, overall
evaluation of the whole Enterprise program. In addition, evaluation plans have been created and
written into many individual subprojects; this is subproject_cvaluation.

Ncither the MIS nor evaluation was given the prominence deserved during the first
two years of the project. It was not until year three that it was decided to set up an MIS, and an
evaluation specialist was not hired until September 1988,

8.5.2 Management Information System
u Development of an MIS

For the first two years of the project, relatively little attention was given to the
development of a coordinated MIS. The MIS specialist on the staff had the job of developing MIS
systems within specific subprojects, not with creating a comprehensive MIS system.

By carly 1988, however, the project had begun to assemble the data that would form
the basis of such a system, including all reporting forms required of subproject staff and all memos
setting forth manageraent policies or procedures. To codify and improve on these, an MIS working
grour was cstablished. Later that year, the just-hired cvaluation specialist took over the task of
devcloping a full-blown MIS.*

For practical purposcs, year threc was very late to start developing an MIS,
Information that could have been made available carlier and used for management improvements
is only now heginning to trickle in. As the MIS is just being brought together and routinized at this
time, it is bard to determine as yet whether any revisions are necded.

Nonectheless, two weaknesses appear to exist that diminish the MIS’s uscfulness as
a management tool. The first arises from the kinds of data being collected from the field: i.c., the
hcavy cmphasis on service statistics to the cxclusion of qualitative data on the subprojects
themselves (sce Section 4.5.1). The second relates to the confusion that surrounds subproject
classification, which has led to shuffling of subprojccts irom one category to another to demonstrate
performancz with relation to one or another project objective (sce Section 5.3).

. Scrvice Statistics
The service statistics collected for the MIS have not yet proved useful as a tool for

modification of subproject activitics or regional or country strategics. Instead, changes are made
bascd on field visits and phone calls by headquarters monitors. It is likely that, unless the MIS is

3¥Scptember 1988 Project Management Review.
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cxpanded to include qualitative datie on such activitics as [HC ¢florts, training, coordination with
(the public sector ete,, it will be necessary to confinue to r(:lr primariiy on the personal impressions
ol monitors, rather than through data coming from the ficld.

The MIS would be strengthened with the addition of qualitative information about
activitics such as training, 1EC, motivation, and spin-off effects thot raay have occurred. Inaddition,
several special studies have been undertaken as part of individual subprojects -~ c.g. cost-benclit
unulyscs, KAP studics, and other bascline studics for individual subprojects -~ as well as some
feasibility asscssmenes. The findings of these studies do not appear to be integrated regularly into
the MIS, although they, too, may contain pertinent data.

- Cateporization

Of cqual concern is the confusing array of categories that has been created in the
name of “he MIS or evaluation and the frequent shifting of subprojects from one category 1o
another. Among the different categeries are such designations as "theme or approach,” "activity,"
"modality,” "type," and "cmphasis." Certainly, it is important to identify whether subprojects are
cmployce-based, PVO/NGO, or NBV (or some designation that would differentiate market-basced
activitics from those geared primarily to scrvice delivery or management strengthening). It is also
important to identify what kinds of activitics are receiving primacy {c.g., scrvice delivery, rescarch,
training, ctc.) and what kind of organization is receiving assistance (c.g., PVO, lactory, plantation,
parastatal, cte.).

The categories that have been developed, however, have not been clearly defined.
For exaniple, one MIS document categorizing subprojects according to "activity” lists the A.G.
Leventic as "marketing plan” whereas another MIS document lists it as "TA/training." Likewise,the
HIO pioject in Egypt s listed in the first MIS document as "business strengthening” and in the
sccond document as "service delivery.”

At the root of the problem is that these categories were created after the fact,
morc than two years into the project life, and thus tend to mirror the lack of direction that has
crept into the programming process. Had the classifications been developed at the program start,
they might have served instead to help guide the programming process. Furthermore, there would
now be far less question as to how subprojects should be classificd. The net clfcet has been that
staff have been spending time on micro-tinkering with classifications, which might have been better
spent in improving the MIS itsclf.

853 Evaluaticn

Although program cvaluation guidelines had been established early in the project,
these were not adequately developed or kept relevant to project developments. With the hirin
of an cvaliation specialist, the project has now produced a more detailed cvaluation plan (draft
Enterprisc_Program Evaluation), which contains many good ideas and reflects a great deal of
careful thinking.

The plan consists of

1) Subproject asscssment -- Sclecting a1 sample of about 12 subprojects for intensive
cvaluation; and

2) Special research projects:

a. publication of a book-long monograph on family planning in the for-profit
sector (to cover Enterprise’s five-year experience, including successful and
less successful subprojects);
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h. a study of sclected subprojects to obtain some preliminary information on
aspects of cost-benefit and cost-cffectivencss of the program;

C. a study of factors associated with the initistion of cmployce-based family
planning scrvices;

d. a study of collaboration between non-profit family planning associations and
profit-making groups; and

c. a book of Indian case studics of employment-based family planning cftorts.

Of the two approaches, that of undertaking special studics would secem to be more
uscful. Many unanswered questions that cut across subprojects have arisen in the course of project
implementation and these special studies should offer an excellent means of exploring them. For
instance, the factors that are associated with the initiation of employce-based subprojects (¢) are
not yet clearly understood but are important in deciding what level of subsidics is appropriate and
to what degree cost benefit analyses are necessary. Likewise, further rescarch is certainly warranted
on cost benefit and cost effectivencess ratios of subprojects and on collaboration between PVOs and
the for-profit scctor. There are, morcover, several other arcas that are ripe for further study. An
analysis of what works best in employment-based family planning would be an invaluable aid for
both revising current subprojects programs and developing new oncs.

Asscssing individual subprojects would be a less productive line ol inquiry than these
special research projects. Morcover, the design of suggested assessments is problematic. First, the
cight variables that have been identified for sclecting the subprojects will capture varicty but may
not yicld information about what works and under what conditions and therefore would have only
limited applicability.

Sccond, the four ‘evaluation strategics” presented (scrvice  cffectivencss,
organizational change, NGO/PVO sclf-sustainability, and cost cffectivencss) arc not really
cvaluation strategics but rather a mix of project objectives and evaluation_criteria. For cxample,
"service cffectiveness” is an objective for scrvice delivery subprojects and "organizational change"
is indicator for asscssing potential NGO/PVO sclf-sustainability.

Third, the pervasive problem of how to catcgorice subprojects once again arises in
this plan. In addition to the misidentification of the Triangle subproject in Zimbabwe (see footnote,
Scction 5.3), the Ghana Midwives subproject is incorrectly listed, identified as a NBV when in
essence it only provides training and some technical assistance.

A more fundamental issue, however, relates to the overriding problem that at this
point, Enterprise and A.LD. do not see eye to eye on what the Enterprise project should be
achieving. Consequently, there cin be little consensus on what evaluation criteria should be used,
other than the customary standard of dcliverables. As long as Enterprise and A.LD. are not in
accord as to the relative importance of increasing prevalence, being cost effective, and achieving
sustainability in the subprojects -- or indeed, whether other criteria might be more appropriate
-- it will be impossible for Enterprise to come up with a definitive evaluation plan.

A second issue is that Enterprise’s slowness to address evaluation as a project
activity is symptomatic of its not having capitalized on opportunities to explore what works and
what does not in the private sector. The missed opportunity to document lessons learned can be
turned around, however. The 62 subprojects developed to date represent a wealth of new
experiences in offering family planning services through the private sector and time remains to
analyze what lessons have becn learned and to apply them to a follow-on project.
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Major Conclusions

The rrcscnt organizational structure does not appear optimal for achicving the '.est
possible outcomes from the project. The project structure is too highly centralized
and there is too limited use of regional :mJ in-country cxpertise 10 support ficld
activitics. Other constraints include: top level decision-making, not cn()ugL private-
scctor expertise within the st 2ad not enough independent authority in the ficld.
Had Enterprise confined activitics to a smaller number of countrics, better use of
regional and in-country personnel would have been possible.

Subproject  development and monitoring  costs are high duc to  Enterprisc's
centralized administrative and monitoring structure, a problem compoundced both by
the large number of subprojects and the many countrics in which they are located.

Because an MIS s just being brought together and routinized at this time, it is too
carly to determine whether any revisions are nceded. The process of categorizing
subprojccts, however, is confusing (apparently even within the project, and the
categories do not correspond directly to objectives set forth in the project design).

Evaluation plans were not adequatcely developed at the cutset as part of the project
design and precisce criteria for evaluation were never agreed upon by ALD. and JSI.
At this time, however, excellent oppertunitics exist to undertake a comprehensive
study of progress and lessons icarned from the progress to date.

Recommendations

Project Organization and Staffing

1(8)

2(8)

3(8)

4(8)

5(8)

The Eatcrprisc project should hire additional staff with expertise in the
private scctor perhaps as short-term consultants or advisors. The Office of
Population should attempt to determine how other private sector projects
(TIPPS and SOMARC) have solved the problem of A.LD. salarics.

Subproject development and monitoring (including backstopping and the
provision of technical support to subprojects) should become less cent.alized.
The lines of authority sgoulo be altered to provide more responsibility for
decision making to the project monitors and regional staff.

Enterprisc should place more staff in its regional offices and give thesc
offices greater authority to develop and implement subproject activitics. This
is desirable now to the extent it is feasible and practical and essential for a
follow-on project. The roles and responsibilities of the regional advisors
need to be clarified.

Where possible, Enterprise shiould attempt to hire in-country represcntatives
in all countries where the program has a substar.:ial amount of subproject
activity. In-country representatives could play a major role in the
consolidation and information dissemination activities that should be carried
out during the remainder of the project.

If it remains impossible to identify a CTO with commercis. sector expertise,
technical advice should be provided in this area on an ongoing basis.

]
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Financial Management

6(8)

7(8)

A.LD. should carry out a study to review the subproject development and
implcmentation costs associated with centrally funded projects that have a
worldwide base. ‘This would help to identify ways of better understanding
these costs, 50 that they might potentially be reduced, not only for Linterprisc
but other future programs as well,

A.LD. and JSI should modify the budget categorics as needed to accord with
changes in the projeet strategy recommended celsewhere in this report,

MIS and Pvaluation

B(8)

XH8)

10(8)

‘The project should proceed with its cfforts to develop a comprehensive MIS
ihat can be used as an cilective tool for both monitoring and cvaluation.
The MIS should gather not only scrvice statistics but also  qualitative
information about activitics such as training, IEC, motivation and spin-ofl
¢ffects that may have occurred.

Critcria to be used for cvaluating project performance and suceess (and thus
also the performance of the contractor) should be determined as part of
agreeing on project objectives (see Recomaendation 1]2]). A limited number
ol basic categorics and the criteria for judging clfectivencess should be agreed
upon. A.LD.'s CTO ard Enterprisc’s cvaluation specialist should take the
lcad in this activity.

Learning which private sector family planning approaches have been
successful and under what circumstances should be the major objective
during the remainder of this project. Enterprise staff should analyzc
systcmatically and thoroughly what has been learned and what questions
rcmain unanswered. A scrics of working papers should be produced
rcflecting the conclusions reached. Papers might be developed on the
following:

Sclf-Evaluation. Enterprise should rank all its subprojects to identify thosc
judged by the project to be most clfective.

Lessons Learned Within  Subproject Categories. This would include
preparation of background documents (analyses or issues papess) on what
1s known to date (including both experience of others prior to Entcrprise
and what has been learned through Enterprise) on the five major types of
programming undertaken to date.

Emﬁloment-based family planning: What works best.

Such a study would need to differentiate among the various types of work
sites: those where most employees are women; those where most employecs
are men but the employer provides health care to dependents; and those
where most employees are men and the employer provides no services to
dependents.

Health-care_markets: Such a study should include documentation on
problems encountered and solutions found.

Helping PVOs to become more businesslike.
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Hclping PVOs provide techpical scrvices (o _private_companics and other
organizations that provide Tamily ‘)Imming to individual users (the PVO)-
commercial scctor synergy approach).

Helping tamily planning organizations to launch gew business ventures.

These analyses should be initiated immediately and  preliminary  papers
completed within a matter of weceks. Issucs for which answers do not
currently exist should be identified. The documents produced should be used
immediately and during the rest of the project 1o guide decisions about how
best to invest ALD. funds.

[essons Learned: Cross-Cutting Issucs

Sustainability. This should analyze what can realistically be expected in the
arca of sustainability (sce Recommendation 9{4])

Cost-clfectiveness. This should look at which scrvice delivery subprojects are
more cost effective and which are less so (see Recommendation 7]4)).

Costs. This should look at costs of providing family planning scrvices through
the private sector.

Present categorization cfforts should be sct aside and subprojects reclassified
according to the main categorics sct forth in the project design: PVO/NGO;
Employment-based/cmployce benefit plans; and "Health care markets.” The
catcgory of New Business Ventures should be dropped. "NGO/PVO" should
be used only lor organizations that are truly private, non-governmental
organizations. Subcatcgorics and  cross-culling categorics (¢.g., service

delivery) could then be adopted that correspond to the terms of the project
design (as well as to terms used in the private sector).
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Appendix A
waluation Mcthodology
Purpose of This iviluation

The Enterprise project design calls for two external evaluations, one at mid-point
and the other at the end of the project. This evaluation is being conducted during project year four
with about onc and a hall' years remaining in the project. Conducted slightly later than mid-project,
this timing actually affords better opportunity to assess both actual achicvements and the potential
for impact. The purposes of this evaluation are:

l. To cxamine whether the project was conceptualized and designed in a way that will
permit it to meet its objective of developing and expanding famay planning service
dclivery in the private scector;

2. To determine whether revisions regarding implementation, budget, and monitoring
are warranted at this time; and
3. To provide information that can be used for designing a follow-on privale scctor

family planning project (sce Scope of Work, Appendix B).

Evaluation_Tcam Composition

Team members and skills represented on the team were as follows:

Barbara Pillsbury - Health and Family Planning Evaluation Specialist
John Akin - Econowist
David Logan - Financial and Corporate Social Policy Specialist
Sigrid Anderson - A.LLD. Family Planning Spccialist
Matthew Fricdman - Family Planning Spccialist

Mcthodology

The methodology consisted of interviews and document review in Washington D.C,,
intensive ficld visits in two project countrics (Zimbabwe and the Philippines), interviews with Asia
and Alfrica regional staff, and solicitation of input from other countrics via questionnaires and
telephone calls. The entire process, with report drafting, took place over an approximatcly threc-
month period.

Evaluation of a centrally funded project being implemented in many countries
presents an unusually complex problem. To understand the project overall, cvaluators must make
some ficld visits but cannot visit more than a few of the countries in which the project is being
implemented. This evaluation thus experimented with using mailed self-response questionnaires to
gain input from countrics not visited. (Enterprise operates in over 40 countries, only two of which
were visited intensively by the team.)
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Prior to the full team’s assembling in Washington to begin the cvaluation, threc
guestionnaires were developed and sent to all of the organizations that had signed subproject
contracts with the Enterprise project. These questionnaires asked for a combination of qualitative
and quantitative information related to subproject conceptualization, desipn, and implementation.
"1 some cases, telephone calls were made 0 follow  up. Questionnaires were sent to 60
organizations, T'wenty-one organizations responded. While team members were visiting, field sites,
the questionnaires that were returned to POPTECH were analyzed and a summary paper wir
prepared by Matthew Fricdman based on the responses. This information was used to provide a
broader perspective of the overall overseas activitics. While limitations of this approach are
recopnized, the information gained provided usceful, complementary insights to the intensive visits
in two countrics (sce Appendix C).

The five tcam members worked together from January 9 to February 8, 1989, Onc
week was spent in Washington, then three weeks in the ficld followed by a hall week back in
Washington. ‘The first three days of the evaluation were devoted to a Team Planning Mccting
('I'PM). This included an overview of the project’s initial conceptualization and design, detailed
review of the evaluation scope of work, and development of a workplan for the ficld visits. The
team worked closcly with A.LD. personnel throughout the TPM to ensure that an understanding
was reached with regard o the purpose and scope ol the assignment. Following the TPM, two days
were spent meeting with Enterprise personnel at John Snow Inc (JSI). An assortment of reports
documents and records were also reviewed throughout the evaluation (sce Appendix D).

Ficld visits took place from January 15 to February 3. Ten days were spent in both
the Philippines and in Zimbabwe. Team members met with representatives from the  host
governments, USAID missions, and with the implementing organizations. The ficld visits included
trips to Baguio, Cebu, and Bulacan in the Philippines and, in Zimbabwe, to Bulawayo and various
sites north and south of Harare. A visit was also made en route to Nairobi where JSI's regional
office is located and where JSI is implementing an ALLD. bilateral private scctor project that, in
many ways, was a model for the Enterprisc project.

Following the ficld visits, the tcam regrouped in Washington to present preliminary
findings and to gather further information from JSI and A.LD. A draft report was presented to
A.LD. and a formal dcebricfing for the Officc of Population was held on March 20 followed by a
presentation to JSI senior staff on March 22,

L
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Appendix 13
Scope of Waork

ENTERPPISE

M1d-Tarm Fualuation

I. Background .,

A. A.T.D. Commitment to Private Sector Family Plannina.

Traditionally, A.I.D. has assisted public entilies and Private
Voluntary Organizations (PVUOs) to improve the availavility of
family planning services in LDCs. While the role of thase
institutions 1is crucial to the establishment and expansion of
family planning services in the developing world, A.1.D.
recognized that the Agency's population program would also
benefit from a more comprehensive affort to incerporate the
expertise and channels of delivery found in the profit-making
private sector. Since the 1970s, Contraceptive Retail Sales
(CRS) and Contraceptive Social Marketing (CSM) research and
saryice delivery projects have augmented public and traditional
PUO activities and form an important part of A.I.D.'s
portfiylio. However, socioceconamic trends in some A.I.D.
recipient countries such as: 1) the increasing numbar of
citizens who are part of the money economy; 2) the inability
of public programs to meet the growth targets set by LDC
governments; and 3) the success of private health-care
markets (such as social insurance or fee-for-service schemes)
indicate that LDC population programs could further benefit
from additional private sector projects.

To address the issue of developing family planning programs in
the profit and non-profit private sector, A.I.D. authorized the
establishment of the Enterprise Program in Septemier, 198S.
Enterprise is one of three projects in the Office of Populatinn
which focuses specifically (though not exclusively) on the
private commercial sector (the other projects are SOMARC and
TIPPS).

B. The Mandate of the Enterprise Program.

The Enterprise Program contract (DPE-3038-C-00-5072-Q0)
states that the contractor will focus assistance on the
following areas:

o Auamenting the coverage and tvpes of family planning
servuices offered by family pianning PUOs 1in R.I.D. recipient
countr-ies while impraovinag the organization's business skills by:

.v;&
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- Developing and d{mproving financial and human
resource manaqement systems: and by

- Provilding assistance 1in daveloping an impraved
aconaimlc base.

Jubprojects will expand PUO aFfficiency or coverage, and
will include assistance in areas such as financial analyses to
decide among fee—for-service alternatives, logistical and
accounting techniques and designing personnel, time manaqement
and incentive systems.

o Incorporatinag family planning intc existina commercial
channels. Subcontracts with for-grofit commercial channels
will include:

- Training new personnel, financial support management and
evaluation assistance; and

~ Developing market-based pracurement, distribution and
information and education systems.

A project amendment was issued by A.I.D. on June 1, 1987 to
authorize certain changes in the contwact. The Enterprise
Program was asked to place a greater evphasis on working with
the commercial sactor and to reduce the number of activities
with private voluntary organizations. s a result, the project
amendment changes the targeted subprojec: mix to 50 with
commercial sector organizations and 30 with PVUOs.

C. The Enterprise Proaram Contract Deliverables.

In order to achieve the above objectives, the Enterprise
contract (as amended) calls for a number of outputs and
deliverables. These are:

1) Development of fifty (50) subcontracts with private
sector entities,

2) Development of thirty (30) subcontracts with local
family planning PyQs.

3) Provision of approximately 160 person months of ad hoc
technical assistance.

N
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Ay  Design and execution of an estimated 10 multd-country
workshops on apeclfic toplcs (e.q. Famlly Planning in the
Workplacn) .

5) Development of three (1) training modules on:
A) Assessing Your Qrganizational Assets
B) Warkbase Family Planning

6) Placement of five (%) long—term regional advisors for
approximately two years each o play a majer role in the
design, monitaring and support of subprojects in a given
regian.

7) Submission of workplans, trip reports, and briefings;
monthly Financial vouchers; project monitoring and
semi-annual reports; regqiunal advisor reports;
correspondence and spaecial briefings.

D. Results of Most Recuent Enterprise Program Management Reuieuw,.

A recent Management Review of the Enterprise Program
(February 1988, Executive Summary attached) indlcated that
after two and a half years of coperation, Enterprise is on
schedule or ahead of its outputs.

II. Purpose and Scope aof the First External Evaluation.

The Enterprise contract calls for two external evaluations, one
at mid-point and the other at the end of the project. The
purposes of this mid-term evaluation are: 1) to examine whether
the Enterprise Program has been conceptualized and designed in
a way which will permit it to meet its objective of developing
and expanding family planning service delivery in the private
sector; 2) to determine if revisions regarding approach,
design, programmatic implementation, budget and monitoring are
warranted at this time; and (3) to provide information which
can be used in the design of the follow-on orivate sector
family planning project,.

An endeavor as new to A.I.D. as Enterprise, which focuses much
of its effort on working with the private, for-profit sector,
requires review in a way that ascertains whether or not the
contracted-for activities have been adequately conceptualized
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and deigned to mnot the nhjectives of the project, To respond
to this Lssue, the mid-term aualuation should determine 1f the
vartous approaches taikon by Epterprise in the development of

sub-projects, training modulas, conferences, and prouvision of
technical asslstance are, in fact, the most appropriate whan
dealing wilith fFamily planning and the privato sector, ar 1if
additional approaches need to be incorporated.

Specifically, the evaluation will addraess the following
questions. The questions that A.X.D considers the hiaghest
priority questions are markad with an astarisk. The team should
devote morn time and analytical affort to thaese questions.

A. Dagsian Tssues,

* 1) Conceptualization and Desdian. 1Is the conceptualization
and design of the Enterprisa Project (development of
subprnjects, provision of technical assistance, and execution
of cost-benefit studies) an appropriate approach through which
to engage the private sector in family planning service
delivery? Are there any project dasign assumptions that are
incorrect? Are there other approaches to increasz the
involuement of the private sector in family planning sarwvice
delivery which might be tried? What would the team recommend?

2) Constraints. Are there lagal, requlatory, policy or
commodity constraints imposed by A.I.D.. that inhibit involving
the private sector in fFamily planning service delivery or
inhibit assisting PUOs in achieving self-sufficlency? How do
these constraints limit Enterprise's involvement with PVOs and
the private sector? Has the avallability of contraceptives
been a problem in establishing self-sufficient programs? Are
there revisions in policy or regulations that can be made by
the Agency tu fa~ilitate Entarprise's mandate?

3) Project Components. How much weight should be given to
each project component (PUOs, Business Firms and New Business
Ventures )? Would focusing more attention on one rather than
the aothers be a more expeditious way to meet project objectives?

4) Revisdions. Given the limited time remaining in the
current contract, are any revisiaons regarding design, approach,
and quantity/type of deliverables warranted at this time?
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B. Orqanization and Managemaent .

1) warking Relationships. How has the model of one prime and
‘hroe subcontractors contributed to or detracted from the
execution of the Enterprise program? What 1s the nature of :
communication and working relationships with subcontractors? '
with A.Z.D.7 with subproject staff? can/should A.I1.D. and
Enterprise take ary steps to improve relationships in these -—
areas?

#2) Management Information System. Has a management
information system for the Enterprise program been
established? Are the data that cre gathered and the studies
that are undertaken useful and relevant? How are they used to .
contribute to the internal learning process and to guide
subprojact design and implementation? Have any subproject
designs or country or regional strategies been modified in any
way basad upon this information? Should this system be
modified in any way?

3) Administrative Costs. What proportion of project costs
supports management and administration and what proportion
supports operational aspects? Should this be changed in any
way? Is the levael of staff and consultant travel to support
subprojects commensurate with subproject needs?

C. . Subproject Desian, Development and Implementation.
* 1) Strategy. For each country and region selected for

assistance, has a coherant strategy been developed which
examines constraints and the growth potential for private
sector family planning activities? Has the.strategy been
followed? Are subprojects selected in ways that are consistent
with a broader strategy? uwhat criteria have been developed for
subproiect selection and are subprojects consistent with these
critaria?

2) Subpruizct Developme.t and Implementation.
Are the subp:oject developmen: guidelines, length of time
allowed, level of effort, staffing and mix of technical and -
businese skills for subproject development and implementation
adequate and appropriate to meet project objectives?
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1) criteria for Assisting Private Secton Business Firms. To
what extent does the desdign of assistance to business firms
ensura that A.I.D. does not subcidize activities that should be
“upported by the firm 1tself? During subproject
implementation, are recurrent costs borne by the firm? Should
A.I.D. provide more specific quidance to the Enterprise program
in this area?

*4) Initial Financial Support. The Enterprise contract
states that "“subcontracts (for market-based approaches) can
suppart technical assistance...training, or the hiring of
Personnel necessary to deliver family planning serwvices in the
private sector. Subcontracts can also provide for 'seed money'’
to defray the risk of taking on a new vanture if cost-shared."
What evidence exists to suggest that A.I.D./Enterprise's
initial financial support to business firms ("seed money") is
necessary to initiate company-based family planning seruices?
Would business managers be willing to initiate company--based
family planning pragrams if they were simply shown cost/benefit
projections which ravealed that monetary benefits would be
greater than costs 1if the company initiated a family planning
program? Ooces the availability of "sued money” enhanca the
quality and potential for sustainability of service delivery?
Of those firms given "seed money" 1is there avidaence that
subprojects will continue or intend to continue family planning
service delivery when Enterprise funding ends? Has the team
observed any common characteristics of firms most likely to
continue funding of activities after EP funding terminates?

*3) Subproject Costs and Potential for Cost-Recoverv. Have
subprojects been designed in ways that minimize subproject
design, development and service delivery costs? Can future
_Enterprise subprojects be designed in ways that include

mechanisms for cost-recovery? What, 1f anything, can be done
to minimize and/or racover costs aspecially in the design of
the foilocw-on project?

4) Conferences/Documents. Have the conferences and
training modules undertaken by Enterprise to date been
successful 1in achieving spinoff ideas or activities, e.g.,
family planning service delivery efforts in the private sector
not supported by Enterprise?
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D. Effectivenecs and Potantial for Tmpact.

1) Waork-Rased Family Planning Programs/Health Markets.

Fhe team should analyze the service statistiics provided by the
contractor on the following indicator: and also indicate
whether these indicators are appropriate for all commercial
channel subprojects.

* a)

c)

d)

)

Acceptors. What is the targetad number of
acceptorsand what is the actual number of family
planning acceptors? To what extent 1s the.program on
track in terms of reaching the targeted numbar of
acceptors? (e.g., 1f the program is at the halfuway
mark, have they reached 50% of their targeted number
of acceptors? ) Are projected target rates
realistic? Are they too low? IF acceptors have not
increased, what factors have inhibited this? What
can/should A.I.D. and Enterprise staff do to increase
acceptor rates, espaeclially new acceaptors?

Transfar Accaeptors and New Acceptors. What
percentage are transfer acceptors and what percentage
are new acceptors? From what sourcae were transfer
acceptors receiving services? Were tnose who
switched to the Enterprise program receiving services
from the public or private sector?

Dropout Rate. What 1s the drop-out rate? What

reasons are given for dropping out? What can/should
A.I.D./Enterprise do to lower the drop-out rate?

Cortraceptive Prevalence. Are data available on the
contraceptive prevalence rate in the project area
and: (a) whether it has changed since the initiation
of the project; and (b) how it compares to the
district/state/region the project is located in?

KAP. - Are there any data available on changes in KAP

since the initiation of the project?

Quality of Services. How would the team irate the
quality of services provided (e.g., method mix,
availability of contraceptives, expertise of
personnel, appearance of facility, type of equipment)?

o
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Cost/Honefit. What ara the results of the
cost-benefit studies and what implications do thay
have for suvbproject sustainability after Enterprise
funding ands and for the desiqgn of a fallow-an
projaect? Glven that Enterprise projects are
short-term investments which may generate services
and henefits for years beyond the termination of
Enterprise involvement, potential for impact should
be assessaed accordingly.

Costs. What are costs and racurrent costs per
acceptor and per new acceptor? Recognizing that
these costs may be higher at subproject startup, how
do costs compare to other gimilar programs?

Couple Years of Protection. What 1s the total CYP
ffor aach subprojaect? What is the cost of CYP far
each subproject? Does the trend show that costs per
CYP 1s declining? What typaes of subprojacts prouvide
the highest level of CYP at the lowest cost? Do
responses to these questions have any implications
for the design of a follow-on project?

2) Family Planning PUOs. Foar aeach PVUO visited (and othears

in-country but not visited for which data are available),
the team should answer the “ollowing questions.

Improved Business Skills. As a rasult of Enterprise
assistance, how have PUOs updated and improved their
systems for financial and human resources
management? Is the team able to ldentify any actual
results of PUQ's improved business skills, e.g., are
PUO's prouviding serviées in a more cost-efficient
manner or have they been able to increase coveraje or
coverage per dollar of input? What else can/should
A.I.D. and Enterprise do to assist PVUOs to develop
their business skills? Have PUO attitudes toward the
need fcr business skills and the private sector
changed?
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* b) Income Ganerntion. Have subproject designs for
income qeanerating activities reflected sound business
practices (J.a., business plans, market research,
flnancial analysis)? Is the teoarf able to identify
the ways in which the income generating activities
will lead or contribute to sustainability?

Can or should any other types of activities be
initiated to enhance Pvo sustainability?

d) Expanding PUQ Markaets. To what axtent have
Enterprise activities with selected PUOs assisted
them to laak beyond their traditional client/seruvice
base and funding sources?

1) Internal Monitoring and Evaluation Systems. For each
subproject visited (business firm, PUO, health market) and
othars in-country not visited but for which data are
available), to what extent are program administrators gathering
realevant service delivery data (especially cost/benefit and
acceptor data) accurately and at regular intervals, especially
to answar questions a-1 in Section D above? Are these data
being used to monitor program progress and effectiuveness? What
problems are associated with data gatharing and analysis? To
what extent has an effective internal monitoring and evaluation
system been aestablished for each subproject?

* 4) Sustainability. What evidence is there that after
Enterprise funding comes to an end, recipients will have the
capabilities and commitment to continue project activities on
their own initiative and at their own expense? In those
instances in which plans were developed for local
Firms/organizations to phase-in their support for recurrent
costs, to what extent have these plans been adhered to? Should
A.I.D./Enterprise do anything differently to ensure local
support for recurrent costs?

5) O0Qiffusion of Ideas/Activities. Are there any
indications that private sector involvement in family planning
is increasina due to the example of Enterprise activities? Are
individuals trained or employed by Enterprise becoming agents
of change 1in their own right?




- B-10 -

A lLessons Learned.

1) What are the lessons learned to date regarding: a) the
kinds of private sector orqganizations most likely to develop oar
expand family planning services for their omplovees; b) how
best to convince the private sector to astablish family
planning services; c¢) the elements of successful design of
employee-based praograms; d) how sarvice dellvery costs can be
minimized and how some project costs can be recovered; and e)
how best to assist PVUOs to develop strategic plans for

sustainability?.

2) Based on the lessons learned to date, how can
Enterprise and A.I.D. further refine and improve the effort to
develop family planning szervices in the private sector,
aspecially with respect to the curent project?

3) What specific changes and improvemernts should be made
by A.1.D. in designing a follow-an project aimed at increasing
private sector involvement in family planning?
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Appendix C

Analysis of Responses (o Questionnaires

Prior to the Enterprise evaluation, different questionnaire formats were developed
by POPTLECIH in cooperation with A.LD. to collect information related to the three subproject
categorics:  Employment-Based Projects (EBP), PVO Sustainability (PVO), and Ncew Business
Venture (NBV). ‘The questionnaires asked for a combination of qualitative and quantitative
information rclated to subproject conceptualization, design and implementation.  Alter review by

Enterprise staff, a total of sixty questionnaires were sent to sclected representatives within cach of

the organizations that had subprojects with Enterprise (60 subprojects).

While the ficld visits were under way in the Philippines and Zimbabwe, the
completed questionnaires were returned to POPTECH.  Follow-up phone calls and telexes were
weed to retrieve questionnaires that had not been returned,

As of February 20, 1989, a total of 30 questionnaires had been returned -- a 50
pereent return rate. The number of questionnaires by geographic region and category were as
follows:

Employment PVO Sustain- New Business
based ability Ventures Total
Latin America 2 3 3
Asia/Ncar East 7 2 1 10
Alrica 9 2 1 12
Total 18 7 5 30

Summarics of answers to the questionnaires are provided below.  In some cascs,
responses from the three formats are grouped together to provide an overall Jook at a particular
question, while others are format specific. Each summary indicates whether questions are combined
or scparate, c.g. (EBP), (PVO and NBV), (All threc categorics), etc.

Quecstionnaire Responses

A Taking into account the provision of health and social welfare and other scrvices
provided by your company to emgloyces, what priority would you give to family
planning services (High priority [10], low priority [1])? Please explain your ranking.
(EBP)

The average priority rating given for family planning services in employment-bascd
companies was 7. The answers rcflected a sensc that family planning was one clement out of a
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varicty ol other development activitics that were also important including health, housing, and

safety.  Severar responses indicated that family planning should be considered o component of

health activitics.

Cost considerations at both the company level (c.g., reduction in overall health
expenses, less absentecism, increased productivity, cte.) and the individual level (e.g., improved

standard of living, less financial burden with smaller familics, cte.) were indicated in nearly half of

the responses. Many ol the responses appeared to reflect a concern for the welfare of employecs.

B. Were family planning scrvices provided by your company prior to the Enterprise
program?
. If yes, describe the Jevel of funding on an annual basis.  Was funding for these

activitics provided by your company or a donor agency or both?

. If family planning was not provided before the Enterprise program, what was the
motivating factor for starting family planning? (EDBP)

Twelve out of 15 questionnaires indicated that family planning scrvices were being
provided in some form prior to the program. Scven oi these companics were receiving cither
funding, technical support or contraceptives from a donor or local farily planning organization, c.g.,
ILO/UNFPA, Government, FPA, FPIA clc.; while five stated that all costs were borne by ‘he
company. Six of the companices pointed ou’ that the services provided prior to the Enterprise
contribution were limited and "low-profile."

C. Describe the history of your relationship with the Enterprise Program and the
rcasons that led you to work with Enterprise. (All three catcgorics)

Many of the respondents (14) indicated that Enterprise approached them concerning
the development of some type of collaboration. While these exploratory visits began in 1985. most
respondents who provided a time frame stated that their first contact with Enterprise took place
in 1987 (6). Other ways in which the relationship was developed included referrals from USAID
missions (4), referrals from other organizations involved in family planning (4), and exposurc
through Enterprise workshops (3). Enterprise appeared to begin with fact-finding visits which
included a motivational component. Follow-up visits appeared to provide support for subproject
conceptualization and proposal development.

There were two major reasons cited for working with Enterprise.  First, scveral
oiganizations statcd that Enterprisc had similar objcctives with regard © - placing cmphasis on
finding ways of becoming more cast-effective or sclf-sustaining (PVOs). Second, employment-bascd
respondents emphasized that Enterprise offered an cffective way for them to upgrade and/or
improve their present family planning activities. The perceived need for family planning programs
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(0 reduce company costs, or to provide benefits for the sake of the employees, were cited in several
cases as a motivating, forees,

D. What form of assistance has been provided by Enterprise?  How would you rate the
quality of this assistance?  Was more needed?  Would you recommend  that
Lnterprise assistance be changed in any way?  If s0, in what way? (Al three
categorics)

The type of assistance provided by the Enterprise program can be divided into three
basic categories: financial, technical, and project development. All three of the respondents formats
cmphasized these arcas.  As might be expected, the employment-based respondents tended to
cmphasize assistance related to the development and implementation ol employment-based needs,
including training, cquipment, MIS development, [EC, and the initiation of various studics. The
NBV and PVO qusstionnaire respondents referred more to institutional suppaort in the form of MIS
development, patient flow analysis, marketing, and business plan development. Sceveral mentioned
that the goal here was to assist the organizations to reduce costs or reach sclf-sustainability.

Filtcen of the respondents rated the services provided by Enterprise to be of high
quality or very good.  Others rated the quality as  "adequate” (3), "cnabling”, "satisfactory” or
"appropriate.”

The most significant change suggested for providing  technical assistance was that
additional follow-up and site visits be made (5). Two iespondents indicated that more insight was
nceded into administrative activities such as subproject and financial reporting. Two others stated
that Enterprise did not always understand the difficultics faced in implementing programs in
developing countries.  Additional suggested changes included more long-term training, refresher
training, study tours, an in-country person to support projects, a budget for unforseen activitics, and
cquipment such as computers. Nearly all of the suggested changes came from the employment-
bascd category.

E What impact has this support had on your organization, if any? Specifically, how
has Enterprise assistance helped your organization’s capabilitics in income gencration
and managcment? Arc you able to identify any actual results of your organization’s
improved business skills, ¢.g., arc you able to provide services more cost effcctively,
or to increase coverage per dollar of inputs? Would you recommend any changes
in this regard? (NBV and PVO)

Out of 13 questionnaires returned, three respondents indicated that it was too carly
to identify impact, while another three did not provide an answer. The remaining seven indicated
that the Enterprisc program had improved their operation in some way (e.g., in ability to render
services, improved management skills, ctc.). For example, the MEXFAM Community Doctors
Project reported that the "Enterprise project input made MEXFAM, as an institution, more aware
and interested in fighting to upgrade self-reliance.” In another example, the YKB Foundation
indicated that "our management system is more streamlined, and our organizationzl goals are more
clearly defined so that our activitics arc more cost cfficient." Finally, PPA Zambia stated that
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"Enterprise has changed PPAZ's direction and approach to wmotivating industrinl workers in family
planning,.”

k. Would you recommend Enterprise: assistance to other organizations? Why o why
not? (NBV and PVO)

Out of the 10 responses received for this question, all indicated that they ~ouid
rccommend Enterprise assistance to other organizations. The reasons given focused on Enterprisc’s
professionalism, genuine interest in assisting their organizations, expertise, finances, and ability to
improve scll-reliance (income genceration,  self-sustainability, cte).  Four respondents relerred
specifically to the technical assistance needs of PVOs,

G. Will your organization be able to become sclf-sustaining as a result of Enterprisce
assistancc?  Have other factors influenced the likelihood of your organization’s
becoming self-sustaining (c.g. other donor support, unexpected costs, cte)? 1 so,
plcase indicate the amount (in U.S. dollars) of additional funds gencrated annually
by Enterprise support that has led or will lead to sustainability and describe the
process through which this has occurred. (PVO)

Out of the six responses, nonce felt that it would become totally self-sustaining as
a result of the Enterprise contributions.  However, nearly all indicated that the project would help
to cover some program costs, thus bringing them closer to this goal. For example, projections by
the CPAIMC Ulrasound project {Brazil) show that the project would contribute 12 to 16 pereent
to the overall budget during the second year. MEXFAM stated that some of its activitics would
become sclf-sustaining as a result of the Enterprise project; in this case, $60,000 gencrated by
customer fees would sustain the doctors working in the clinics. The YKB foundation pointed out
that most of its clinics were presently self-sustainiag, and the organization itsclf was moving in this
dircction; however, more time was required to achieve this end.

H. What additional support could be provided by Enterprise to make your organization
more cffective in the futurc? (PVO and NBV)

Eleven out of the 12 respondents provided examples of additional support that would
make their programsorganization more cffective in the future. The major requests were for
additional funds and support to start more program activitics. In this regard, the PVO rcsponses
focused on cstablishing more programs related to income generation and sclf-sustainability.
Technical assistance of various forms was also recommended (2.g. additional training, improved
business development techniques, increased administrative and managerial support, etc). Other
requests included IEC malterials, financing for final evaluations, funds to pu dish a final model
description, additional contraceptive methods, exchange programs with other countries, and sced
monics to begin business activitics and to open additional clinics.

/1
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L What is the likelihood of the continuation of this project when Enterprise funding
cnds?  Have other factors influcnced the likelihood of your organization becoming,
sclf-sustaining? 1 it will be continucd, what will be the source of funds?  Will the
project be entircly self sustaining as a result of Enterprise assistance or will other
types of donor assistance be sought to continue the project? (NBV)

Four of the five projects stated that they would continue the project following the
end of Enterprise funding. (The Price Waterhouse project represented a fixed-term study.)  In
addition, two out of four organizations indicated that they would come close to being sclf-sustaining
following the end of Enterprise funding. MEXFAM (Mcxico) pointed out that 20 clinics were well
cstablished and 10 were financially sclf-sofficient. Tt was expected that all would reach sclf-
suflicicney in the two-year term. The Prota Project (Mexico) also estimated that it would become
sclf-sustaining after termination of the program.  The Turkish Family Health and Planning
Foundation Project was not sure it it would achicve this goal.

Two of the respondents stated that additional technical assistance would still be
needed in the future. ADOPLAFAM (Dominican Republic) felt that it would require technical
and financial support from the Enterprise program for a rcasonable time period. MEXFAM also
pointed ouc that its clinics would need technical assistance and supplics in the future and that
funding tor this would be provided by MEXFAM staff funded by IPPF.

J. Have you undertaken any studies/financial projections which indicate in dollar tcrms
how Enterprise assistance will contribute to or result in financial sustainability?
What were the major findings of these studics/ projections?  (NBV)

Two of the five subprojects have carried out studics/ financial projections which show
how Enterprise funds would contribute to financial sclf-sustainability. As part of the Prota
(Mcxico) Project, a breakeven, sclf-sufficicney analysis wi:, <lone during April, 1988 to measure
revenuces from the distribution of IUDs that could support operating costs. This study cstimated
that 8,000 units must be distributed to break even. The Price Waterhouse subproject was set up
to implement an analysis of two of Enterprise’s subprojects in Zimbabwe. The study is still under
way.

K. Would you have initiated family plarning activitics without Entcrprisc Program
funding if your company had simply been shown a cost-bencfit study suggesting there
would be substantial monctary benefits to the company by providing family planning
scrvices to employees?  (EBP)

Eleven employment-based respe.dents indicated that they would have initiat.:d the
programs in some form without Enterprise ~ssistance. Two reported that the program would not
have been initiated were it not for Enterprise funding. The reasons for this were attributed to
budgetary restraints (APROFE, Ecuador) and cost-benefit studies werc nceded to convince
cmployers and employees (CIS, Bolivia).
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For the most part, neadly all of the companics had already started small scale family
planning activitics prior to the Eoterprise program,  Many stated that the Enterprise contributions
helped them increase and improve the services being provided. Two of the companices stated that
cost Lo tors were important, while three others said that it had no bearing on their decision, For
cxample, the Guard Group project indicated that Family planning scrvices were initiated becanse
of the Bslamic principle of "Falah" which focuses on the welfare of the poor people in the factories
and the neighboring villages.  The rest of the questionnaires did not address the question of cost
as i factor in the decision-making process.

l.. Looking back over your program, arc there any wiys you could have loweral costs
or increased benefits?  (1BP)

Out of the 12 responsces, four felt that it was too carly to determine this, another
three felt that they could not have lowered costs or increased benefits, while the remaining five
gave examples of ways in which costs could be reduced.  For example, PDA (Thailand) indicated
that using mailed reports instead of monthly visits would reduce costs. On the other hand, they
also pointed out that this might stabilize the capability of the volunteers over time.  Lonrho
(Zimbabwce) felt that it could lower costs by being more sclective in recruiting trainers and if the
commitment of top management were sceured at the onset. Uganda Breweries stated that utilizing
locally available resources (e.g., manpower, training facilitics) would lower costs.  Friguia Socicty
(Guinca) thought it could cut costs by training two morc midwives so that scervices could be
provided all day instead of just during the morning. It also felt that micro-computers would assist
with the cost-benefit study. It should be neted that most of these examples are related to specific
nceds found within cach organization’s project as opposed to specific factors related to Enterprise’s
contribution.

M. What cffect has the family planning program had on your company or on the
attitudes and behavior of employees? (EBP)

Out of the 14 responses to this question, all indicated positive effeets associated with
the family planning programs. Answers to this question can be categorized into two groups --
clfects on the company and changes in employee attitudes and behavior.  Responses to the
company bencefit aspect included a reduction in the number of clinical visits (pregnancies, STD rates
and occupational injurics), a reduction in abscntccism, an increase in productivity, and more
acceptance of family planning by company officials. The Guthric Planation subpreject reported that
the program "reduced labor disputes, improved employee morale, made the environment in the
camps more plcasant, and provided a greater sense of community within the plantation as a whole."

With regard to changes in employee attitudes and behavior, most of the responses
focused on a greater awarencess, acceptance, and increased demand/use of contraceptives as a result
of the program. The Friquia Socicty subproject reported that following the project’s launch,
workers publicly authorized the company to provide contraceptives to their wives and daughters
cven if they did not accompany them to the clinics. This signalled a significant change in attitude
toward family planning.
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N. What important lessons have been learned by company managers and family planning,
staff about including Gamily planning scivices in the workplace?  (HBP)

The lessons learned vaticd from program to program.  While some focused on
gencral family planning issucs, many were project related. For example, the PDA Factory-based
program reported that the "more convenience of services, the more aceeptors”. . BAT Zimbabwe
pointed out that using worker representatives in the family planning program has resulted in their
becoming, active pacticipants and smcre responsible citizens as they see themselves contributing,
toward national goals. ‘Triangle Zimbabwe Limited felt that "providing family planning involves a
small price which is worthwhile when compared to the benefits to the company.” Friguia stated that
the company is convinced that family planning is an important means ol "monitoring the social
responsibilitics of the company, to improve the lives of employecs, to improve morale in the
company, to reduce absenteeism, and improve the image of the company.”  The Guard Group
project stated that "family planning proprams act as catalysts to promote family planning in their
villages."  ‘The Benguet Corporation warned that "the program must have the support of
management and must be a tangible support.” Finally, the National Investment Fund declared that
"the intreduction of family planning scrvices in the company assists managers and cmployees in
achicving their objective: increased work productivity, harmony and well-being in cach working
Family."

With regard to cducation, the Guthric subproject indicated that all family planning
cducational programs nced to be at a far more basic level than had been realized previously. It
went on to say that communication cfforts needed to put emphasis on the visual impact. The CIS
program sipported the need for educaiion by stating that "cducation is still a nceessary component
of family planning activitics both for :eas agers and employees.” The Lonrho subproject reported
that pcople appeared 1o be willing to ¢;:periment with family planning methods provided they were
"educated, informed, encouraged and (ollowed up." They also discounted the myth that lower status
cmployees were unwilling to adopt family planning.

O. How can your family planning program be improved to make it more cflective in
the futurc? (EBP)

The responses to this question can be categorized into three groups: 1) the need
to increase scrvices, 2) the need to improve existing services, and 3) the nced to integrate the
family planning program into the existing health activities. Typical suggestions relating to increasing
services focused on the need for more medical staff, an increase in the number of hours that the
clinics were open, increased group discussions with workers, and additional training. The Benguet
Corporation felt that a company-based and supported Voluntary Surgical Contraception Center
would help o increase the use of contraceptives.

To improve the present services being provided, respondents suggested that more
family planning training be provided, that other health workers be engaged to participate in the
family planning efforts, that improvements be made in the capabilitics of the factory-bascd
volunteers, that communication to workers be improved, that efforts be made to cnsure that
distribution facilities become more accessible (e.g., more flexibility in hours), that more regular
follow-up be provided, and that active involvement of top level managers, company administrators,

- (Lt)
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local authoritics, opinion leaders and teachers be clicited.  The Population Center Foundation
reported  that its programs could be improved with more reading materials, audio/visual
presentations, icctures/seminars, regular [oliow-up, regular feedback from the family planning uscrs,
and continuous cducation and motivational activitics. In another case, the Guard Group felt that
programs would benefit from an exchange of experience for program managers by providing them
opportunitics to visit other Enterprise programs. Several projects emphasized the use of incentives
for acceptors.

Several of the questionnaires discussed the need for family planniag ~tforts to be
integrated into other health services provided. For example, the Guthrie Plantation subproject
suggested that the program be combined with the well mother and baby clinics.

P. To the best of your knowledge, what is the likelihood of your firm’s continuing the
family planning program when Enterprise funding ends? What will influence this
dcecision? If you have done cost-benefit studies or other studies, has this affected
your dccision?  (EBP)

Most of the respondents indicated that they would more than likely continue the
programs once funding had terminated (13). Three questionnaires stated that this was because the
company was firmly bchind the family planning cfforts. Another two stated that this was because
the program had shown itsclf to be cffective. Factors cited for determining if the program will
continue tended to focus on employee motivation and participation in the program over time.

In three cases, the availability of resources was discussed as a possible issue. For
example, the APROFE subproject indicated that the program’s continuation would depend on the
"economic resources available at the time, and the financial situation of the country." The Guthrie
subproject stated that the program depended on the "availability of assistance from A.LD. agencics
to continuc and devclop new strategies for health, welfare, education and community development.”

Although many of the subprojects had yet to carry out cost-benefit studies, five
indicated that the results of these studies would play a role in deciding the direction of the
pregram.  For example, the FRIGUIA Society subproject reported that the factors that would
reinforce the decision to continue the program included "the reduction of the number of
pregnancies and the savings in medical costs involved, and the potential benefits expected from a
reduction in fertility rates." Three others reported that cost factors would have no bearing on their
decision. A project’s overall performance and outcome was also considered to be an important
contributing factor in some cases.

Q. Keeping track of employces who have participated in the family planning program
is not always casy without the establishment of a monitoring and evaluation system
to gather, analyze and usc the family planning data. Was the subproject originally
designed to include such a systcm? If not, why not? Have vou subscquently
established a sysicm? How uscful has your monitoring and evaluation systcm been
in helping you to improve project decision making?
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Eleven of the employment-based subprojects had some form of MIS system in placc,
while three others were in the process of developing one.  The sources of information reported
include bascline surveys, follow-up surveys, monthly activity reports, and spot checking. In some
cascs, computer analysis and study of data were undertaken using some form of cost/bencfit tracking
system.

The information collected through the MIS appears to be of usc to many of the
subprojects. For example, Guthric stated that "thc monitoring and evaluation information has been
uscful in determining project prioritics and also in highlighting the nced for information on other
aspects of health information." Uganda Brewerics reported that the system "aids in assessing
acceptors, results of effective family planning practice and cvaluation of costs involved.” Finally,
BAT Zimbabwe statecd that they are kecping adequate information to enable them to make
decisions. None of the projects responding to this question reported that the MIS did not serve
a purpose.

In one case (Triangle), the questionnaire reported that the company sct up the same
MIS approach followed by the Zimbabwe National Family Planning Council.

R. Have you cither alone or in collaboration with the Enterprise Program undertaken
studies to icarn about the contraceptors you intend to serve?  If so, how have you
used the findings of thesc studics? (EBP and NBV)

Eleven out of 16 employment-based responses indicated that they had carried out
studies to lcarn more about their contraceptors. One respondent stated that they relied on prior
experience, while two others had yet to carry out any study. The methods used to collect the
information included surveys and KAP studies. Nearly all of the questionnaires stated that the
results of these studies were used to improve some aspect of the project. For example, the PDA
subproject stated that "knowing the level of needs, awareness and knowledge of the employees in
the factories, was a guideline for PDA to operate and control the project.”" Guthrie used the
intormation "firstly to identify levels of KAP; secondly to determine priorities and thirdly to sensitize
the volunteers to the situations they were likely to encounter.” Finally, Benguet used the findings
"in the development of IEC materials for the community, in designing the training programs for
the motivators, and in developing techniques in the approach and motivations to be used by the
family planning workers, scheduling services and the overall service delivery system.”

With regard to the NBV subprojects, two out of the four respondents reported that
they had used studies. The other two did not respond to the question. MEDFAM stated that they
used studies conducted by other agencies and research teams to improve its strategy. PROYECTO
PROTA carried out a study of IUD users to see the impact of IUD use over a period of 15
months and to learn more about 1UD acceptors’ age, parity, previous choice of contraception and
source.

S. From what source were transfer clicnts receiving family planning services previously?
Public sources (e.g., government health/POP programs) or private sources (c.g-
private scctor physicians)? (EBP and NBV)

-
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Out of the 12 EBP responses, three stated that transfers came from the public
scctor, three stated that they came from the private scetor, and five stated that they came from
both public and privates sources. One questionnaire reported that transfers came from a previous
program. Public sources ideatified included government hezith/population programs, NGOs, and
commuuiiy-based distributors (FPA). Private physicians and drug stores were named as private
scctor sources.

Out of the two NBV responses, both statcd that transfers came from public and
private sources. The PROTA program reported that 83.2 percent were from private sources and
16.8 percent were from the public scctor.

T. What are the consiiaints to reaching projected targets? (EBP and NBV)

A varicty of constraints to rcaching projected targets was provided in the EBP
responses. They include lack of coordination between times when employees are able to visit with
motivators or the clinic (3), limited transportation (2), poor availability of supplics and commoditics
- IUD Kkits (2), use of seasonal workers who cventually leave (2), IEC component delayed or
problematic (2), ignorance of available family planning resources, negative family planning rumors,
political instability, high child deaths due to poor health which results in increased pregnancy, strikes
and labor disputes, male resistance to family planning, limited transportaticn to contraceptive source,
resistance to using a particular contraceptive method (e.g., condoms), feeling that family planning
is the woman’s responsibility, and traditional beliefs and customs.

With regard to the NBV responses, the answers were more detailed. For example,
the MEXFAM community doctor project reported that site selection has constrained some clinics,
the difficulty of finding doctors who will work in depressed areas, and the prices of drugs being too
high for the socio-economic conditions. The Prota project stated that the main problem has been
the delay in the performance of the postal service to attend to requests from physicians outside the
Mexico City Metropolitan area. Another problem has been competition from the black market
offering IUDs at a cheaper price.
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Attachment One

Three Questionnaire Formats Used
Employment-based, PVO Sustainability
and New Business Ventures
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ENTERPRISE PROGRAlM EVALUATION (Employment-Based)

Program Background

Subproject Country: Subproisct Number:

Subproizct Title:

Implementina Agency

Business Firm:

Telephone Mumber: Telex/Fax:

Key Personnel:

Subproject Duration: Years Starting and

Completion Date:

Enterprise Contribution (USS) by Year:

TOTAL

Yhat components does Enterprise fund (i.e. l1EC, Training, salaries commoditiszs,
HIS, atc and what is the level of funding (US Dollars) for each componant by

year)?

Local Contribution (USS) by Year:

TOTAL

Vhat ccaponents does Implementing Agency or business firm fund and what is the
level of funding (U.S. dollars) for each component by year?
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ENTERPRISE PROGRA!M EVALUATION (Employment-Based)

Subproject Title:

Subproiect Country:

Implementing Agency/

Business Firm:

Your Mama/Title

a. Proaram Purpose and Activities

1, Briaf summary of the purpose of the sub-proiect:

o
.

Describe all planned activities and achievements to dates by completing the
followving matrix:

Plannad Activities Actual Achievement to Date

r
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Describe the staff involved in implementing the family planning program.
(F = fulltime: PT = part time).

Mumber Male Female
Supervisors
Doctor —
Paramedic —
Nurses
Hidwives

Other
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B. Program Desian

1. Taking 1into account the provision of health and social welfare and other services
provided by your company to employees, what priority would you give to family
planning services (High priority (10), low priority (1))? Please explain your
ranking.

2. Yere family planning services provided by your company prior to the Enterprise

program?

e} If yes, describe to what axtent (the level of funding on an annual basis).
Vas fundinag for these activities provided by vour company or a donor agency
or both?

c If family plannino was not provided before the Enterprise program what was

the motivating factor for starting family planning?

3. Describe the history of your relationship with the Enterprise Program and the
reasons that led you to work with Enterprise.

[1=8
.

Vhat form of assistance has been provided by Enterprise? How would you rates the
quality of this assistance? Was more needed? Would you recommend that
Enterprise assistance be chaugesd in any way? If so, in what way?

b
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Vould yvou have initiated family planning activity without Enfterprise Program
funding i1f your company had simply been shown a cost-benefit study suggesting
there would be substantial monetary benefits to the company by providing family
planning sarvices to employees?

Looking back over your program., are there any ways you would have lowerad costs
or increased benefits?

Yhat effect has the family planning program had on your company or on the
attitudes and behavior of enployees?

Vhat important lessons have been learned by company managers and family planning
stafif about including family planning services in the workplace?

How can your family planning program be improved to make it more effective in the
future?

Ll

ni
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and evaluation system or other subproiject records.

a. To the bhest

¢
b4
a
]

0
continuing <h

b. Yhat will influence this decision?

c. If vou have done cost-benefit studies or other studies, has this affectad

your decision?

Targe“ed and Actual Acceptors

your knowledae, what is the likelihood of your firm's
family planning program vhen Enterprise fundinag ends?

Keeping track of employeses who have participated in the FP program is not always
easy without the establishment of a monitoring and evaluation system to gather.
analyze and use the FP data. Was the subproject originally designed to include

such a ¢ystem? If not, why not? Have you subsequently established systen?

Ho

useful has your monitoring and evaluation system been in helpinag you to improvs

project decision making?

The information required for questions 2 - 11 should come from your monitoring

of the questions as possible.

A.

How many families are you hoping to reach? Is your focus on emploveas and/or

dependents? What are their socioceconomic circumstances?

6

Please attempt to answer as many
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a. Have you, or in collaboration with the Enterprise Program., undertaken
studies to learn about the contraceptors you intend to serve?

b. If so, how have you used the findings of these studies?

a. How many fawnily planning acceptors do you hope to serve during the life of
the project?

b. Looking back, do you think this target was realistic?
c. Looking forward, do you think your planned target will be c¢chieved?
Actual number of Acceptors as of (date) Males Females
Yes/No Total Pieces Distributed as of (date)
Method Mix: Condoms
Orals —
IUDs
Sterilization (operations performed)
Other '

What number and percentage ars new acceptors (never used contraceptives before) .
and what number and percentage are pravious or transfer acceptors (those that
have obtained contraceptives previously from another source)?

Number of New Acceptors as of (date):

Percentage of New Acceptors as of (data):

Number of Transfer Acceptors as of (date):

Percentage of Transfer Acceptors as of (date):




G.

B

From what source were transfer clients receiving family planning services
previously? Public sources (i.e., government health/pop programs) or private
sources (i.e. private sector physicians)?

What are the constraints to reaching projectad targets?

What are the numbers and percentages of those (by method) who dropped out?

Total Number of Dropouts Percentage
By method: Nunber: Percentage:
Pill If you do not have exact figures, please
Condom estimate the dropout rates.
IUD
Foam

aior Reasons for dropouts:
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ENTERPRISE PROGRAM EVALUATION (PVO)

Program Backaround

Sukproject Country:

Subproiect Title:

Suburoject Mumber:

Inplementing Agency

Organization:

Telephone Number:

Your Name/Title

Talex/Fax:

Other Key Personnel:

Subproiect Duration: Years

Enterprise Contribution (USS) by Year:

TOTAL

Starting and
Completion Date:

What components does Enterprise fund (i.e. technical assistance, etc) and what is
the level of funding (US Dollars) for each componant by year?

Enterprise Contribution (USS) by Year:

TOTAL

What compvonents does the Implementing Agency fund and what is the level of this
funding (US Dollars) for sach component by year?
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ENTERPRISE PROGRAM EVALUATION (PVO)

Subproject Title:

Subproject Country:

Implementing Agency/
Organization:

Your Neme/Title

A. Proaram Purpose and Activities

1. Brief summary of the purpose of the sub-project:

b ]

2. Describe all planned activities and achievements to dave by complating the
following matrix:

Planned Activities Actual Achievement to Date
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Program Desiqgn

Describe the history of your relationship with the Enterprise Program and Cthe
reasons that led you to work with Enterprise.

What form of technical or other assistance has been provided by Enterprise? How
would you rate the quality of this assistance? Was more needed? Would you
recommend that Enterprise technical assistance be changed in any way? If so,
how?

What impact has this support had on your organization, if any? How, specifically
has Enterprise assistance assisted your organization's capabilities in income
generation and management? Ares you able to identify any actual results of your
organization's improved business skills, e.g., are you able to provide services
more cost affectively, or to increase coverage per dollar of inputs? Would you
recommend any changes in this regard?
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Will your organization be able to become self-sustaining as a result of
Enterprise assistance? Have other factors influenced the likelihood of your
organization's becoming self-sustaining f(e.g. other donor support, unexpzcted
costs, etc)? If so, please indicate the amount (in U.S. dollars) of additional
funds agenerated annually by Enterprise support that has led or will lead to
sustainability and describe the process through which this has occurred.

What additional support could be provided by Enterprise to make your organization
more effective in the future?

Would you recommend Enterprise assistance to other PVO's? Why or why not?
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ENTERPRISE PROGRAM EVALUATION (Nev Business)

Progran Background

1

1. Subproject Country:

Subproiject

Number:

Subproject Title:

Implementing Agency

Organization:

Telephone Number:

Your Nama/Title

Telex/Fax:

Other Key Personnel:

Subproiect Duration: Years

Enterprise Contribution (USS) by Year:

TOTAL

What components does Enterprise fund (i.e. technical assistance, etc) and what is
the level of funding (US Dollars) for each component by year?

Enterprise Contribution (USS) by Year:

TOTAL

What components does the Implamenting Agency fund and what is the level of

Starting and
Completion Data:

funding (US Dollars) for each component by vear?
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ENTERPRISE PROGRAM EVALUATION (New Business)

Subproject Title:

Subbroiject Country:

Implementing Agency/

Organization:

Your Name/Title

k. Program Purpose and Activities

1. Brief summary of the purpose of the sub-proiect:

Describe all planned activities and achievements to date by completing the
following matrix:

[38)
.

Planned Activities Actual Achievement to Date
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Program_and Design

Describe the history of your relationship with the Enterprise Program and the
reasons that led you to work with Enterprise.

What form of technical or other assistance has been provided by Enterprise? How
would you rate the quality of this assistance? Was more needed? Would you
recommend that Enterprise assistance be changed in any way? If so, how? Could
you have carried out this activity without Enterprise support?

What impact has this support had, if any? How, specifically, has Enterprise
assistance upgraded your capabilities? Are you able to identify any actual
rasults of your program/organization's improved skills? Would you recommend any
changes in this regard?

What is the likelihood of the continuation of this project when Enterprise
funding ends? Have other factors influenced the likelihood of your organizatinn
becoming self-sustaining. If it will be continued. what will be the source of
funds? Will the proiect be entirely self-sustaining as a result of Enterprise
assistance or will other types of donor assistance be sought to continue the
project?
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Have you undertaken any studies/financial projections which indicate in dollar
terms how Enterprise assistance will contribute to or result in financial
sustainability? What were the major findings of these studies/projections?

What additional support could be provided by Enterprise to make your
program/organization more affective in the future?

Would vou recommend Enterprise assistance to others? Why or why not?

If your subprwject has been designed to increase the delivery of family planning
services, plesase complete the following as appropriate:

How many families are you hoping to reach? 1Is your focus on amployees and/or
dependents? What are their socioeconomic circumstances?

a. Have you, or in collaboration with the Enterprise Program. undertaken
studies to learn about the contraceptors you intend to sarve?
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b. If so. how have you used the findings of these studies?

a. Hovw many family planning acceptors do you hope to serve during the life of
the project?

b. Looking back, do you think this target was realistic?

c. Looking forward, do you think your planned target will be achieved?

Actual number of Acceptors as of (date) Males Females
Yes/No Total Pieces Distributed as of (date)
Method Mix: Condoms
Orals
IIDs .
Sterilization (operations performed)
Other

What number and percentage are new acceptors (never used contraceptives before) -
and wvhat number and percentage are previovs or transfer acceptors (those that
have obtained contraceptives previously from another source)?

Number of New Acceptors as of (date):

Percentage of New Acceptors as of (date): s

Number of Transfer Acceptors as of (date): N

Percentage of Transfer Acceptors as of (date):

From what source wers transfer clients receiving family planning services
previously? Public sources (i.e., government health/pop programs) or private
sources (i.e. private sector physicians)?

y ot/
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yhat are the constraints to reaching projected targets?

What are the numbers and percentages of those (by method) who dropped out?

Total Number of Dropouts Percentage
By method: Number: Percentage:
Pill If you do not have exact figures, please
Condon astimate the dropout rates.
IUD
Foanm

Major Reasons for dropouts:
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Enterprise Program regional ard country strategies.

Regional and country planning for the Enterprise Program.
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"Quality of Services -- Medical Monitoring," Section VII from Enterprise Program Staff Handbook.
Cost-benefit studies.
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Table E1: Overview of Enterprise Major Subproject Categories

EMPLOYMENT-BASED PROGRAMS
A Ouite Qlinic Support

Subprojects initiated under this category have provided
seed money for cstablishing or upgrading family
planning services within on-site clinics in commercial
companies. Funding has been used to support a variety
of activities including: establishment and monitoring of
sexvices; training of clinical personnel; development and
distribution of IEC materials; implemention of KAP,
baseline, and cost-benefit studies; equipment; outreach
activities; and clinic personnel. Nearly all of the
subprojects under the calcgory employment-based
pregrams {2l under this heading.

B. Mobile Searvice or Commodity Distribution
Schemes

Under the mobile service or commodity distribution
scheme, support is provided to a series of outlets or
factorizs where family planning has not been
cstablished. This model is used 10 provide services to
smaller factories that dont provide the scale required
to allow on-site services to be economically attractive.

C Coatractual Sesvice Delivery Modcd

The contractual service delivery model links firms to
experienced PVO’s and IPPF affiliates to obtain high
quality clinical or technical services. In addition to
serving acceptors, this model enables family planning
organizations to recover costs by sclling their services to
profit making eatitities.

D. Multi-Site Community Qutreach 2a0d Refaral
Suppost

Multi-site community outreach and referral approaches
are designed to develop an appropriate community
referral  network or patterm so  that  potential
contraceplive acceplors can receive services al many
sites. This is often used when firm managers cannot or
do not wish to manage on-site clinics themselves or
when no single family planning agency is available.

PVO SUSTAINABILITY

A NGO Resource Mobilization (lnceme
Generation)

EP’s support for resource mobilization programs focuses
on helping NGOs idenlify and utilize resources for
revenue generation. Project and technical assistance
mechanisms have been used to assist NGOs to improve
managerial capability and prepare business plans for
income generation schemes.

B.  Analyzis, Cost Cocuainment and Program
Planping

The EP has provided assistance to NGOs in the area of
cost containment, analysis and planaing. Activities in
this area attempt to define where and at what level
resources are located within a PVO, how ihey can be
utilized, and how they should be allocated across
various sectors and services in 2 given NGO. To
facilitate this work, the EP produced a manual entitled
Assessing Your Organizational Assets: A Manual for
Managers of Private Voluntary Organizations Involved
in Family Planning.

C.  Alcrmative Forms of Scrvice Dedivery

As part of this approach, the experience and training
capabilities of local PVOs have been iranslated into
opportunities to earn revenue while fulfilling their
organizational mandates.

NEW BUSINESS VENTURES

A. Busiress or Family Planning Skills Development for
Trivate Practitiogers

Private practitioners (nurse/midwives, physicians and
specialists) can be a major source of contraceptives. In
many countrics, even countries with well developed
puclic sector programs, thbey represent an under-utilizad
resource because thuey lack fae necsssary training, access
to low-cost contraceptives or IEC materials, or the skills
and motivation 1o market themselves in this sactor.
Private hospitals, anothe important resource, are aiso
generally under-utilized, and this is often because 1hey
tail 10 recognize the income generation potential of this
service.  As part of this approach Entperprise assisis
private groups o iniliate for-profit family planning
activities.

B. Pharmacists’ Training and Dutribution Schemes

In most developing countries, oral contraceptives can be
purchased over the counter in commerdial pharmacies.
As part of this approach EP is seeking cost effactive
ways of improving this kev avenue of distribution.

c ) .

Local availability of a 1ange of high guality
contracepiives at reasonable prices is taking oa
increased importance as donor-provided coalraceptives
become less available and as donor-provided
conlraceptives become less available and as covatry
demand and in-country production capabilities incresse.
The expanded distribution of low cost contraceptives
through commercial or quasi-commercial channels has
been a concern of AID. While EP has pot fundad
social marketing per se, they have supported areas
where program activities support existing subsidized
sales programs or where commercial contraceptive sales.
al reduced consumer cost, could be enhanced.

e
r]
-
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Table E2: Em sloyment-Based Programs

SUBPROJECTS®

- Societe FRIGUIA, Guinea

- Firestone Piantation, Liberia

- Guthrie Plantations, Liberia

- PAPMADY/ Paperies, Madagascar

- FNI/ National Investor’s Fund, Madagascar

- Lever Brothers, Nigeria

- Mobil, Nigeria

- NITEL, Nigeria

- Uganda Breweries Limited, Uganda

- Maamba Collieries, Zambia

- British America Tobacco, Zimbabwe

- Triangle Industries, Zimbabwe

- Lonrho, Zimbabwe

- Commercial Farmers Union, Zimbabwe

- Indian Employers Association, India

- CIEAILO Conference/Casebook, India

- Punjab Harayana Delhi, India

- PT Gamay Djaja FP, Indonesia

- Societe Industrielle Cheliah Confection, Morocco

- Office Cherifien des Phosphate, Morocco

- JCF/ Janakpur Cigarette Factory, Nepal

- HCI/ Hetauda Cement Industry, Nepal

- The Guard Group, Pakistan

- Matling Industrial, Philippines

- Personnel Managers Association, Philippines

- Population Center Foundation, Philippines

- Benguet Mining Corporation, Philippines

- P'S Lanka/Janatha Estates Development Board,
Sri Lanka

- PDA Factory Based and MIS, Thailand

- CIS Family Planning IEC for Private Firms,
Bolivia

- ENFE, Bolivia

- Junta Benefi. Guayaqui/APROFE, Ecuador

- Ceramica Regiomontana, Mexico

- Grupo Gamesa (Monterrey), Mexico

- Nabisco - Famosa, Mexico

- Grupo Gamesa (Obregon), Mexico

- Industrias Unidas, Mexico

- Comtex, Mali

- Sonatam, Mali

TECHNICAL ASSISTANCE

Technical assistance with the employment-based
programs utilizing external or in-house
consultants has included the following projects.

- P.T. Gamay Djaja Project, Indonesia

- PS Lanka/Janatha Estate Development Board
Project, Sri Lanka

- Beneguet Mines Project, Philippines

- Guard Group Project, Pakistan

- Bolivia Family Planning Projects

- Mexico Projects

- Burundi and Guinea Project Development

- Lever Brothers Project

- Office Cherifien des Phosphates

- Leventis Project

- Madagascare Private Sector Projects

- Private Companies: Mali, Guinea, Burkina Faso

- PDA, Thailand

- JIRAMA, Madagascar

- Price Waterhouse, Zimbabwe

*These categorizations are based on Enterprise January 1989 MIS printout

MODULES/WORKSHOPS
Training Modulke:

Developing  Company-Based Familv  Planning
Programs: A Module for Use by Trainers in

Workshops for Managers
Intemational Warkshops:
- Anglophone Africa Workshop (in Kenya, 35

private-sector participants from 10 countries)
with JSI/Family Planning Private Sector Project

- Asia Regional Workshop (in Indonesia, 51
participants from 9 countries)

- Francophone Africa Workshop (in Senegal, 42
participants from 14 French-speaking countries)

- Latin America and Caribbean Workshop (in

the Dominican Republic, 26 participants from
S countries)

Country Warkshops:

- Family Planning in the Private Sector, Nigeria
- Corporate Sector Family Planning, India

- ¢



‘Tables E3 & E4: PVO/NGO Sustainability Programs and New Business Ventures

SUBPROJECTS

- Gambia FP Association Seminar, Gambia

- PPAZambia Strengthening, Zambia

- Zimbabwe National FP Council, Zimbabwe

- YKB Foundation Business Development Project,
Indonesia

- NGO Council, Philippines

- CPAIMC Ultrasound, Brazil

- Sophia Feldman Hospital, Brazil

- Pro-Pater Semen Lab, Brazil

- ASHONPLAFA MIS Development, Honduras

PVO SUSTAINIBILITY PROGRAMS

TECHNICAL ASSISTANCE

Major Technical Assistance has been provided
directly to the following organizations:

- Population Center Foundation, Philippines

- Planned Parenthood Federation of Nigeria,
Nigeria

- Family Planning Association of Pakistan, Pakistan
- YKB, Indonesia

- PDA, Thailand

- Muslimat, Indonesia

- PPFN Nigeria, Nigeria

- ASHONPLAFA, Honduras

- Planned Parenthood Association of Zambia

MODULES/WORKSHOPS

Training Modulke:

Assessing your Organizational Assets: A Manual
for Managers of Private Voluntary Organizations
Involved in Familv Planning

International Waorkshop:

- Latin America (in Ecuador, 21 participants
from 5 counties)

Country Warkshope:

- Philippines (in Baguio, country specific, 21
participants)

- Sri Lanka (in Colombo, country specific, 16
participants)

- PPFN (Nigeria-organization specific, 33
participants)

SUBPROJECTS

- MEXFAM Community Doctors Child Survival
Project, Mexico

- MDPI/Ghana Midwives, Ghana

- A. G. Leventis, Nigeria

- Health Insurance Organization, Egypt

- BPWC/Business Women’s Professionals, Nepal

- PKMI Sterilization Center Feasibility, Indoncsia

- PDA Market Survey, Thailand

- TDRI/Thailand Private Study, Thailand

- Turkish Family Heaith and Planning Fdn, Turkey

- ADOPLAFAM, Honduras

- PROTA/Proteccion Anticoncpt, Dominician
Republic

- MEXFAM Community Doctors, Mexico

NEW BUSINESS VENTURES
TECHNICAL ASSISTANCE

Major Technical Assistance has been provided
directly to the following organizations:

- Lagos Board of Traditional Healers, Nigeria

- Ghana Midwives Association

- MEXFAM program sustainability and evaluation
- Philippine Haospital Association, Philippines

- APRISA Market Research, Brazil

- New Era, Nepal

- Health Insurance Organization, Egypt

MODULES/WORKSHOPS

As of yet no modules or workshops have been
developed which focus on the New Business
Ventures Component.

-v-g -




SUBPROJECTS

- Societe FRIGUIA, Guinee

- Guthrie Planations, Liberia

- Firestone Planation, Liberia

- PAPMADY/ Papetries, Madagascar

- FNV/ National Investor’s Fund, Madagascar
- Lever Brothers, Nigeria

- Mabil, Nigeria
- NITEL, Nigeria

- Uganda Breweries Limited, Uganda

- Maamba Collieries, Zambia

- British America Tobacco, Zimbabwe

- Triangle Industries, Zimbabwe

- Commericial Farmers Union, Zimbabwe

- Loarho, Zimbabwe

- Indian Employers Association, India

- CIE/ILO Conference/Casebook, India

- Punjab Harayana Delhi, India

- PT Gamay Djaja FP, Indonesia

- Societe Industrielle Chetlah Confection, Morocco
- Office Cherifien des Phosphate, Morocoo

- JCF/Janakpur Cigarette 'actory, Nepal

- HCl/Hetauda Cement Industry, Nepal

- The Guard Group, Pakistan

- Population Center Foundation, Philippines

- Matling Industrial, Philippines

- Benguet Mining Corporation, Philippines

- Personnel Managers Assocation, Philippines

- PS Lanka/Janatha Estates Development Board
- PDA Factory Based and MIS, Thailand

- CIS Family Planning IEC for Pvt Firms, Bolivia

- ENFE, Bolivia

- Junta Benefi. GuayaquiVAPROFE, Ecuador
- Industrias Unidas, Mexico

- Ceramica Regiomontana, Mexico

- Grupo Gamesa (Monterrey), Mexico

- Nabisco - Famosa, Mexico

- Grupo Gamesa (Obregon), Mexico

- Comatex, Mali
- Sonatam, Mali

Table ES

Acceptor Data for Family Planning Service Delivery Subprojects

DATE
BEGIN

10/88
01788
01/88
10/88
10788
08/86
04/88
0288
12/87
10/88
02/88
10/87
10/87
01/88
10/88
10/88
09/88
12/87
06/88
11/88
1088
10/88
05/88
09/87
10/87
0178
10/88
12/88
10/86
09/86
01/87
03/88
04/87
01/87
1187
1187
11/87
12/838
12/88

PERIOD
(MONTHS)

18 M New

12M
24 M New
36 M New

18 M
2T M
18 M

1IZM
12 M
12M
M
21 M New
21 M New

Information collected from subproject survey questionnaires.

TARGET
ACCEPTORS

1,360
700

280
465
1,600
1,037
2,500
758
1,230
420
2,300
5,000
7,013
1,512

6,000

350

ACCEPTORS
TO DATE

0
* 5%

0
0

e e o o
F-9
Ll
[

* 495

1,788
2,238
207

61
359

ACCEPTORS
NEW | CONT

N/A
416 | 174

N/A
N/A
N/A
N/A
N/A

182 | 105
N/A

213 o0

242 | 347

350 | 68

860 | 3046
N/A

N/A
N/A
N/A

N/A
N/A
N/A

6731 134

239 | 404

198 | 297
N/A
N/A
N/A
N/A
N/A
N/A
N/A
N/A
N/A
N/A
N/A
N/A
N/A

N/A

N/A

N/A

DROPOUTS

N/A
10

N/A
N/A
N/A
N/A
N/A
N/A
N/A
N/A
N/A

N/A

INFO
DATES

01539

01/89

01/89
06,88
06,38
01/39

0388
1088
1088
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Table E6

Enterprisc Program
Collaboration between For-Profit Orgapizations and PVOS

PVO FOR-PROFIT ORGANIZATIONS COUNTRY
PPFN Lever Bros. Nigeria
YKB P.T. Grmay Djaya Indonesia
PDA Numerous companics Thailand
CIS ENFE Bolivia
MEXFAM IUSA Mexico
APROFE Junta Ecuador
PPFN Mobil Nigeria
PPFN NITEL Nigeria
PCF Matling Philippines

Benguet

PMAP

Numerous companies
ZNFPC BAT Zimbabwe

Triangle

CFU

Lonrho
FPAU Uganda Breweries Uganda
PSLanka JEDB Sri Lanka
Prosuperacion Ceramica Reg, Mexico
Familiar Garesa Mont.

Nabisco

Gamesa Obregon
Gainbia FPA Labor unions Gambia
CPAIMC Will deliver services Brazil

to companies
FPAP Guard Pakistan
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DATIES/VENUE
Scptember 1-5, 1986,
Quito Ecuador

October 7-10, 1986,
Nairobl, Kenya

August 24-28, 1987,
Jakarta Indonesia

November 9-14 1987,
Dakar, Senegal

May 30 - Junc 4, 1988,
Dominican Republic

May 5-8, 1987 Baguio
City, Philippines

May 22-27, 1988, Sri
Lanka

September 29-30, 1988,
Lagos, Nigeria

April 13-15, 1988, Banjul,
Gambia

Lagos, Nigeria Workshop
(Three Components)

1) May 4-10, 1986

2) May 11-17, 1986
ASCON

3) May 18-24, 1986
ASCON

Table E7: Summary of Worl:zhops

WORKSHOP

Latin America Fcgional
Workshop, "Practice ot
Management Principles”

African Regional
Workshop, "Farily
Planning in the
Commercial Scctor”

Asia Regional Workshop,
"Family Planning in the
Commercial Sector”

Francophone Africa
Regional Workshop,
"Family Planning

in the Commercial
Sector”

"Family Planning in the
Commercial Sector in
Latin America”

"Self Reliance for
Philippine NGO's"

"Self-Reliance for Sri
Lanka Family Planning
PVOs"

"Family Planning in the
Private Sector”

"Family Planning in the
Private Sector Gambia

"Organizational
Improvernent Strategies”

"Managerial
Improvement”

"Practicz of Management
Principles”

INTERNATIONAL
WORKSHOPS

CATEGORY/
SCOPH

PVO Sustainability
(International)

Employment-Based
Programs (Intemational)

Employment-Based
Programs (Intemational)

Employment-Based
Programs (International)

Employment-Based
Programs (International)

COUNTRY SPECIFIC
WORKSHOPS

PVO Sustainability
(Country Specific)

PVO Sustainability
(Country Specific)

Employment-Based
Programs (Country
Specific)

Employment-Based
Programs (Country
Specific)

PVO Sustainability
(Country Specific)

PVO Sustainability
(Country Specific)

PVO Sustainability
(Country Specific)

CLIENT

9 Family Planning PVOs
from 5 Latin American
Countries

Commercial Firms in
Anglophone Alrican
Countries

Commercial Firms in 8
Aasian Countrics (Plus

Egypt)

Commercial Firms in
Francophone African
Countries

Commercial Firms in
Latin American
Countrics

11 Key Philippine NGOs
with Family Planning
Programs

4 Sri Lankan Family
Planing PVOs

Co-sponsored by Mobile
Oil Nigeria and the
Society of Occupational
Health Physicians of
Nigeria

Gambia Workers
Confederation

Planned Parenthood
Federation of Nigeria
(PPFN)

PPFN

PPFN

PARTICIPANTS

21 Senior Mangers

35 Business Persons
with supervisory
Responsibilities for
Employce Benefits

51 Business Persons
Supervisory Responsible
for Employce Bencfits

Business Persons with
Supervisory

Responsibilities for
Employce Benefits

30 Scnior Management
Officials

21 Senior Managers

22 PVO Officials

58 Participants from 16
Nigerian States

29 Trade Unionists

16 Senior Managers and
Board Members of
PPFN

15 Senior Headquarter's
and Regional Staff

15 Senior Headquarter's
and Regional Staff




SURFRQIFCYS

- Soclete FRIGUIA, Guinee

- Guthrie Plantations, Liberin

- Firestone Plantation, Liberin

- PAPMAD/ Papetrics, Madagascar

- FNI/ National Investor's Fund, Madagascar
- Lever Brothers, Nigeria

- Mobil, Nigeria
- NITEL, Nigeria

- Uganda Breweries Limited, Uganda

- Maamba Collierics, Zambia

- British America Totacco, Zimbabwe

- Triangle Industries, Zimbabwe

- Commerictsl Farmers Union, Zimbabwe

- Lonrho, Zimbabwe

- Indian Employers Association, India

- CIE/ILO Conferent:e/Casebook, India

- Punjab Harayana Ejelhi, India

- PT Gamay Djaja FP, Indonesia

- Socicte Industriclle Chellah Confection, Morocco
- Office Cherifien di:s Phosphate, Morocco

- JCFJanakpur Cigurette Factory, Nepal

- HCl/Hetauda Cem.ent Industry, Nepal

- The Guard Group, Pakistan

- Population Center Foundation, Philippines

- Matling Industrial, Philippines

- Benguet Mining Corporation, Philippines

- Personnel Manage:rs Assocation, Philippines

- PS Lanka/Janatha Estates Development Board

- PDA Factory Based and MIS, Thailand

- CIS Family Planning IEC for Private Firms, Bolivia

- ENFE, Bolivia

- Junta Benefi. Guayaquil/APROFE, Ecuador
- Industrias Unidas, Mexico

- Ceramica Regiomontana, Mexico

- Grupo Gamesa Monterrey), Mexico

- Nabisco - Famosa, Mexico

- Grupo Gamesa (Obregon), Mexico

- Comatex, Mali
- Sonatam, Mali

- MDPl/Ghana Midwives, Ghana

- A. G. Leventis, Nigeria

- Price Waterhouise, Zimbabwe

- Health Insurance Organization, Egypt

- BPWC/Business Women's Professionals, Nepal
- PDA Market Survey, Thailand

- TDRI/Thailanc Private Study, Thailand

- Turkish Family Health and Planning Fdn, Turkey
- ADOPLAFAM, Dominican Republic

- PROTA/Proteccion Anticoncpt, Mexico

- MEXFAM Community Doctors, Mexico

- PKMI Sterilization Center Feasibility, Indonesia

- Gambia FP Association Seminar, Gambia

- JIRAMA, Madagascar

- PPAZambia $itrengthening, Zambia

- Zimbabwe National FP Council, Zimbabwe

- YKB Found. Business Develop. Proj.Indonesia
- NGO Council, Philippines

- CPAIMC Ultrasound, Brazil

- Sophia Feldoaan Hospital, Brazil

- Pro-Pater Semen Lab, Brazil

- ASHONPLAFA MIS Development, Honduras
- MEXFAM Comm. Doct. Child Survival, Mexico
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STAKTING
DATH

100188 - 09/31/50
01/15/88 - 01/10/%0
01/11/88 - 07/14/88
10/01/88 - 1001/89
10/01/88 - 10001/89
08/11/86 - 03/31/89
04/01/88 - 03/31/89
02/01/88 - 03/31/89
1201787 - 11/30/89
1001788 - 03/31/%0
02/01/88 - 07/31/89
10/01/87 - 09/30/89
1001/87 - 03/3189
01/01/38 - 06/30/89
10/01/88 - 09/30/90
10/01/88 - 03/31/89
09/30/88 - 09/2950
12/01/87 - 08/08/88
06/01/88 - 12/01/89
11/01/88 - 10/30/90
1001/88 - 04/30/90
10/01/88 - 04/30/90
05/05/88 - 05/05/90
09/01/87 - 08/31/90
10715/87 - 10/30/89
01/15/88 - 12/31/89
10/61/88 - 09/30/90
1201/87 - 12/31/90
10/01/86 - 12/31/89
09/01/86 - 02/28/88
01/11/87 - 01/31/%0
03/01/88 - 09/30/89
04/01/87 - 05/31/89
0101/87 - 12/31/88
11/01/87 - 10/31/88
1101/87 - 10/31/88
11/01/87 - 10/31/88
12/15/88 - 1215/90
12/15/88 - 12/15/90

07/01/88 - 03/31/9%0
04/15/88 - 12/14/88
06/01/88 - 09/30/89
08/15/88 - 09/30/9%0
10/01/88 - 04/30/90
11/01/86 - 10/31/87
1001/88 - 1001/90
10/01/88 - 09/30/90
1001/88 - 10/3190
1101/86 - 12/31/38
1101/86 - 10/31/88
08/09/86 - 02/09/88

10/01/87 - 06/30/88
10/01/88 - 04/30/90
04/30/88 - 09/30/89
08/01/88 - 07/31/90
08/09/86 - 08/31/89
10/01/88 - 09/30/90
07/01/88 - 06/30/90
07/01/88 - 06/30/89
11/30/88 - 05/31/90
07/31/88 - 07/31/89
1101/86 - 10/31/88

Table E8: Subproject Financial Data

PIRIOD

24 Months
24 Months
6 Months
12 Months
12 Months
36 Months
12 Months
13 Months
24 Months
17 Months
18 Months
24 Months
18 Months
18 Moaths
24 Months
8 Months
24 Months
24 Months
18 Months
24 Months
18 Months
18 Months
24 Months
36 Months
24 Months
12 Monrths
24 Months
36 Months
24 Months
18 Months
27 Months
18 Months
24 Months
12 Months
12 Months
12 Months
72 Months
21 Months
21 Months

20 Months
8 Months
16 Months
25 Months
18 Moii'ns
12 Months
24 Months
24 Months
15 Months
24 Months
24 Months
18 Months

9 Months
18 Months
12 Months
24 Months
28 Months
24 Months
24 Months
12 Months
18 Months
12 Months
24 Months

IENTRIMSE
BUDGET

ws 9

15,550
143,003
51,054
12,362
18916
35,550
28,162
63,583
45,855
26,633
41,579
36,336
31,129
56,262
198,400
35,615
67,923
22,000
15,554
125,420
28,220
18,820
213,281
165,178
62,042
90,323
81,157
249,447
303,139
112,070
165,185
51,025
43,108
38.034
42,216
41,416
39,893
36,875
36,680

68,785
39,631
32,460
5325M
72,903
55,000
m'(m
77132
135352
173,100
153,049
51,447

4,000
31,920
23,108
26,572

105,052
50,000
27,800
45,250
67,200

102,000
99,541

LOCAL
BUDGIT

(Uss)

33,637
155,185
30,950
16,616
35,873
0

40,450
37,984
15,095
12,373
8,905
62,396
50,412
95,215
231,092
56,738
51,231
6,541
4,214
138,098
21,900
16,532
110,090
213,705
30,183
77,894
136,043
229,195
63,248
14,782
1,394,182
5,000
6,600

TOTAL
nunDaGrr

Us3)

49,187
298,188
102,004

28,978

54,789

35,550

68,612
101,567

60,950

39,006

50,484

98,732

81,532
151,477
429,492

92,353
119,194

28,941

19,768
263,518

50,122

35,352
323.371
378,883

92,225
168,217
217,200
478,642
366,387
126,852

1,559,367

56,025

49,708

38,034

43,216

41,416

39.893

50,101

47,680

68,785
47,187
32.460
5325M
75,963
58,153
200.000
130,624
189,776
173,100
153,049
52247

4,000
42,219
27,988
117,480
105,052
150,000

29,960

45,250
143,680
115,000
174,995

¥
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Appendix 1
Cost/Benefit (or Financial) Analysis

Terminology. Calling the linancial analysis donce in this project cost-benelit analysis
(CBA) can be slightly misleading to those familiar with the history of and conceptual underpinnings
ol cost-benelit analysis. Although this terminology is widespread in the family planning literature,
such a misusc will perhaps be interpreted as lack of understanding (which it may in fact be) by
private scetor cconomists and others well enough trained in the method to recognize the lack of
precision in use of terms. Actual CBA is designed to consider all costs and bencefits, including
social, so tpat projects can be evaluated for which private benefits and private costs are significantly
tempered by social benefits or costs. The technique was, in fact, created to be used almost
cxclusively by governments in situations where private benelit and private cost analysis would not
be feasible, or would lead to socizlly less than optimal results.

The analysis used in the Enterprise project is actually nothing more than a firm
profitability analysis. (Profits arc defined as revenues minus costs; in these excrcises, profits are
increased mainly by the reduction of the costs of such things as maternity leaves and health care
for employees and their dependents.) Its use will not assure that socially valuable projccts will be
donc unless they are financially rewarding in terms of the net private benefits to the firms. The
same logic that underlics the use of cost-benefit analysis suggests that projects which arc attractive
on the basis of firm prolitability analysis will be undertaken by well-informed firms on the basis of
their own private weltare; it is for those projects that will not be financially appealing for the
private firms that social cost-benefit analysis (real cost-benefit analysis) is necessary.

Neced for financial analysis. Furthermore, it appears that full financial (cost/benefit)
analysis is not nccessary. Many of the private sector managers appear to have been impressed by
the discussion of the financial benetits of family planning, but scem very skeptical of the attempt
to quantify such benelits exactly. A hypothetical cxample of the probable small costs of a family
planning program and the possible (fcasible) large financial benefits to the firm would probably
serve the same educational purpose at a much smaller cost in time and effort. The Population
Center Foundation in the Philippines, for example, has found it very adequate in introducing
managers to the idea of industry-based family planning to give them a small, attractively designed
pamphlet which summarizes savings realized by a (real) local garment manufacturer who provides
family planning services to his employces.

Marketing Tool: Enterprise’s financial analyscs, as designed, unfortunately arc
actuaily of little value except as public relations tools--though perhaps this is not considered a
problem by the contractor since one of the stalf made this point almost this explicitly in
conversations with evaluation team members.

Enterprise’s financial analyses are not designed so that the results will be useful for
evaluation. The data used do not cven allow the actual addition to contraccptive usage among
workers to be determined; for this reason the "benefit" estimates are simply incorrect. Many of the
users who are counted as creating benefits for the firm because they are using contraceptives in the
subproject may in fact be individuals who already were contracepting before the initiation of the
subproject or would have been contracepting in the abscnce of the subproject. The subprojcct
could be shown by the data as having large benefits when it actually only attracted its acceptors
from other private sources or from alternative (possibly more effective!) methods. The only thing
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that is of benefit to the firm is for there to be added users who would not have been users in the
abscence of the program; the design ol this project’s data collection system allows it to claim benefits
where there are none,

Conclusion: Enterprise’s "cost-benefit” analysis design is faulty and the term "cost-
benefit" is misleading, given the methodology being used.

Net Benefits Preferred to Ratio. If the financial analysis (CBA) is to be done, and
numcrical results presented to the firms, the net financial benefits (B-C) should be presented rather
than the ratio of benefits to costs (B:C [a ratio]). The ratio result is not as conceptually correct as
the net result (for one thing, the ratio result is sensitive to project size), and the net gains approach
tends to be more understandable and credible to business managers.

Technical Evaluation. Enterprise’s cost-benefit methodology, as presented in several
documents, is technically incorrect, even if the assumptions of the contractor are accepted. Price
Watcrhouse of Zimbabwe, a {irm being used by JSI in a consultant role, points out: (1) that the
use of average costs rather than marginal costs not only is technically incorrect, but may lead to
overestimates of costs; (2) that there is a mistake in the total cost of pregnancics cquation; and (3)
that total costs of the project to all who pay (A.LD., other funders, and the firm) must be included
in the costs analyzed. Price Waterhouse also points out the insufficicncy of the handling of fixed
as opposed to variable costs.

Discussions with Price Waterhouse in Zimbabwe revealed, in fact, that the firm was
not able to usc the Enterprise methodology. It did carry out an exercise comparing its own
approach to the Enterprisc approach (with necessary assumptions made even to get the method to
be mathematically calculable) and found that the Enterprisc method resulted in an estimate of net
benefits of over three times those estimated by the Price Waterhouse method.

Even the Price Watcrhouse method has serious shortcomings, however. No attempt
is made to sort out those acceptors who are categorized as new, yet in reality are transfers from
other methods, from true first time users. There is also a lack of concern over the problem of
determining which first time users would have become users from some other source, even if the
Enterprise project had not bcen started. Price Waterhouse staff made a statement of the general
nature that those kinds of questions were best left to behavioral scientists, not to cost-benefit
analysis of projects. They also admitted that the data being collected are insufficient to answer such
questions as how many births are actually averted or how many new acceptors actually result from
a subproject.

The Price Waterhouse personnel did make the very valid point that evaluation of
such long-term projects over only 2 or 3 years can lead to seriously misleading conclusions. On the
onc hand, benefits of the project may continue many years into the future but, on the other, after
the project ends efforts may be reduced, so that the levels of benefits measured during the early
period of exuberance and concerted effort actually do not continue.

The actual equations, as presented in the summary document that describes the
CBA, have other problems that effectively make them incorrect. In the total savings equation a
term that combines total maternal and child health costs plus total cost of pregnancies is divided
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by the total number of women aud children; this is an cxercise which results in a number that in
fact is total health costs per woman and child, a uscless number [or the purposes of the exercise.
Births averted should be multiplied by savings of maternity and other costs per birth and to this
should be added child health costs saved per birth averted. Neither of these numbers can be
obtained by dividing a cost by the total of both women and children.

The total cost of pregnancics cquation (as rewritten by hand on the second page of
the document) is incorrect for similarly simple reasons. Effectively, total births per year is multiplied
by matcrnity costs per woman per year, rather than per birth, (If the correct, per birth, term were
uscd, the result would be total cost of births for all women.) At that point this number is multiplicd
by a term called "prevalence rate of new users,” a never defined term, but one that perhaps means
the percentage of total women that are new users. If that is the case, the result will be a number
that is the saving that would result if all new users had no births, rather than having the average
number of births. The assumption then is that contraceptive users, irrespective of the method
chosen, have no pregnancies (i.c., that all contraceptive methods as actually practiced are 100%
clfective). The estimated benefits of the program, therefore, are based on cxactly this assumption
of perfect contraceptive cificiency.

The births averted cquation is completely incorrect for more complex reasons. It,
in cffect, multiplics the number of women by births per woman per year (resuliing in an estimate
of births per year if this project were not operating), and then multiplies this term by "prevalence
ratc of new uscrs." To correctly determine the births averted, however, one must know how many
women would be using contraceptives in the absence of the project, how many users are added by
the project, and the probabilitics of getting pregnant during the year when using contraceptives and
when not. One also would nced to know the contraceptive usc mix and cffectivencss of cach
mcthod for both old and new users. If all the above described information were available, an
cquation could predict the number of births both without the project and with it, and the diffcrence
would be births averted. If, for illustration, we assume the effectiveness of the methods chosen by
old and ncw contraceptors is the same, the correct equation would be:

(BIRTHS AVERTED) = [(TOTAL USERS WITHOUT THE PROJECT) X
(PROBABILITY OF BIRTH FOR USERS) + (TOTAL NONUSERS WITHOUT
THE PROJECT) X (PROBABILITY OF BIRTH FOR NONUSERS)] - [(TOTAL
USERS WITH THE PROJECT) X (PROBABILITY OF BIRTH FOR USERS)
+ (TOTAL NONUSERS WITH THE PROJECT) X (PROBABILITY OF BIRTH
FOR NONUSERS)]

One only needs to try some appropriate and consistent hypothetical numbers with
both this equation and the Enterprise equation to grasp the complete inadequacy of the Enterprise
equation for estimating births averted.

As a practical matter, the task for Enterprise ana'ysts may, however, be impossible
rather than simply much more complex as it appears on the basis of the equations they have
presented. Data on actual new acceptors may actually not exist, because in record-keeping the
category called "new acceptors” is actually new participants in a particular program, rather than new
program participants who were not using contraceptives when they joined the program. Without
knowing how many net new contraceptive users have resulted from the project, estimating its



- 14 -

benelits becomes problematic if' not impossible. Actually the problem is even more complex. A
control and experimental strategy is necessary to estimate how taany of the new first-time uscrs

would not have become users outside the project if it had not been started. It s an overstatement
to attribute all new_users_captured by the project as being new users as a result of the project.
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Appendix G

Results of KAP Surveys

As part of the cvaluation, cight KAP surveys from live countrics were reviewed in

detail. Since five of these surveys were carried out only in 1988, it is too carly to identily changes
in knowledge, attitudes and practices since the inception of these subprojects. Highlights from the
surveys include:

Ever-use of contraception. Use of contraception ranges from 15 pereent to 86 percent. For
cxample, the use rate (of any method) was highest for Bengucet in the Philippines (86
pereent) and sccond highest for BAT, Zimbabwe (71 percent); it was lowest at 15-16
pereent for Guthrie and Firestone in Liberia, In the BAT subproject, however, the condoms
were being mainly used for STD and AIDS prevention, rarely for family planning purposcs.

Current use of Contraception. A wide variation in current use rates was found. The range
was from 7 pereent to 75 percent. For example, the current use rate was highest at 75
pereent for Benguet in the Philippines and sccond highest at 50 percent for BAT in
Zimbabwe, while the middle range was 37 pereent and 21.5 percent for Lever Bros., Nigeria
and Triangle, Zimbabwe, respectively, and the lowest at 9 percent and 7 percent for
Firesione, Liberia and Guthrie, Liberia, respectively. The oral pili was the most frequently
uscd method.

Know where to_obtain_contraceptives. In three out of the cight subprojects, 50 percent of
the sample knew where to obtain contraceptive supplics. No information was provided on
sourze of supply.

Approval of family planning. Family planning approval was very high in the majority of
KAP studics, ranging from 92 percent to 50 percent. Notable in Liberia (Firestone), 62
percent stated that it was the man’s responsibility to avoid pregnancy. In Zimbabwe
(Triangle), however, a great majority said it was the responsibility of the woman, 5 percent
f=lt it was that of the man, and 3 percent belicved it was the duty of both. When asked
who makes the decision to use or not to use any family planning method, 89 percernt said
tne man. This finding confirms the Zimbabwe Reproductive Health Survey of 1984 which
showed male dominance in the decision-making process.
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Appendix H

Sclf-Sustainability and the Need for a PVO
Income Diversification Stratepy

Introduction

The design of the Enterprise project has dircected it to generally strengthen PVOs,
build their business skills, and promote their financial sclf-sustainability. Enterprise has helped create
some sclf-sustaining projects under the umbrella of some PVOs which may generate some surplus
revenues that can be used by the PVO to fund other activitics. It is a rcal achievement to have
sclf-sustaining projects in the ficld of family planning but their surplus revenues scem likely to be
able 10 make only a small contribution to the income base of a PVO. Therefore, their contribution
nceds to be considered as part of an all around strategy of PVO income diversification as the first
step toward lessening dependence on a donor and ultimately self-sustainability.

Elements of an Income Diversification Scratepy

Sell-sustainability for a 100-percent donor-dependent PVO will not happen over
night. It could take a decade to build the type of diversified income base that is the hallmark of
a truly sclf-sustaining organization, onc that, with the cession of one or more sources of income,
can remain functioning with a capacity to rcbuild its activitics.

Some PVOs have a wide range of possibilitics as to where they build alternative
sources of income; others don’t. Some alternative income sources complement the existing work
of the PVO; others don’t, and the inherent managerial capacitics of the PVO itsclf are a critical
factor in deciding if a PVO can work towards a diversification of its sources of income.

Nevertheless, possible alternative sources of income include:

. Encouraging alternative foreign donors, including foundations;
" Developing local donors such as:
a) government and government agencies including health, welfare, youth

and community development organizations capable of making grants;

b) private foundations, associates and individuals interested in family
planning; and

c) corporate donors and gifts in kind.

. The development of a cash endowment to provide tax-free "charitable"
income;

" The ownership of property for rental income;

" The development of unrelated business activities such as charity shops, for
example;
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. The development of services related to family planning which wan be sold
to the public; the Sofia Feldman Ultrasound project in Brazil, for example);

» Fees to contraceptive users for commodities and private consultations;

a Fees to government and private sector financial agencics for scrvices, training
and other activitics;

" Community-bascd fund raising cvents (e.g., raffles, bingo, football pools,
¢tc.); and

] Coniacting professional fund-raisers at home and abroad.

There arc probably other opportunitics that could be added to this list. The main
point is that cach PVO nceds to cvaluate its position in light of its asscts and all the various
opportuniiies for income gereration which exist for it in a particular country.

Developing and executing an all around income diversification strategy for PVOs is
a major project in its own right and beyond the scope of Enterprise. Enterprise has rightly focused
on business activitics and for-profit business as one form of income generation. These are the arcas
where it can make a particular contribution to PVO sustainability and it would be a dilution to
move beyond them into other types of income-generating activities.

On the other hasy, to be fair to the PVOs, they need to scc the Enterprisc
contribution as one aspect of an overall strategy to achieve sustainability, but not the only one.
Some PVOs are clearly not in a position to provide the type of high quality fee for scrvice work
which companies require and would be best served by more conventional fund raising techniques.

PVOs and Private Busincss

As part of its sustainability strategy, Enterprise is trying to link PVOs with the
private business sector. It is creating a new market to which PVOs can sell training and IEC
services. This is a good idea both from a family planning and an income generation point of view.
It should be the prime focus of Enterprise’s activities. The income generating projects fostered by
Enterprise also have a validity which is discussed in the tody of the report. These following
paragraphs build on the fact that Enterprise has rare knowledgz of both sectors and could have a
role in seeking to expand the contribution that private business could make to the family planning
movement. With relatively little extra effort on the part of Enterprise, it might be able to encourage
corporate support in the form of:

. Donations of Cash. Both the Benguet Company in the Philippines and the
Ric Tinto Zinc Corporation in Zimbabwe maintain large corporate
foundations. Other companies make gifts to communities from corporate
budgets. The tax deductibility of gifts is an issue here and it would be a

o
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mistake to assure that because a ¢ 'mpany benelits from a scrvice it would
automatically want to make a donation. It may be well disposed to do so
but would not sce the gift as an obligation. On the other hand, some
corporations may be willing to give even if they don’t use the service,

o Donations of Equipment. Corporations often have high quality desks,
typewriters and other equipment they need to dispose of as they re-cquip
their businesses. Many are quite willing to dopate these "write downs” to
good causes.

. Donations of Services. Conxpanics are also willing to donate scrvices such as
printing and transportation to non-profits. These services could be within a
country or interpationally when multinationals are involved.

] Products. Health and pharmaccutical companics arc among the many that
arc willing to donatc a wide range of current and unwanted products to
PVOs in both the U.S.A. and abroad. They may also be willing to give
PVOs discounts on merchandisc.

. Staff Time. Many companics in the U.S. and Europe have been willing to
loan exccutives and loan finance managers to PVOs to help them strengthen
and manage their organizations. Onc of the best assets a PVO can have is
a long-tcrm relationship with a corporation that is willing to share its busincss
cxpertisc with PVO managers on a regular basis. This practice is probably
not at all widespread in developing countries but could be developed
especially with those multinationals which have such policies in the U.S. and
Europe.

As Enterprise devclops its relationships with the private business sector, these
opportunities ought to be explored. They represent additional resources for PVOs which need to
develop these long-term relationships with business at the local level.

Blockzd Funds and Debt Swaps

A major corporate funding opportunity that Enterprise could review systematically
but not nccessarily work on is the issue of blocked corporate profits and the related issue of
corporate debt. U.S. and British multinationals represent a special funding opportunity for PVOs.
They often have large amounts of "blocked funds" in developing countries. In Zimbabwe, for
example, it is estimated that there is approximately $350 million worth of profits held in special
bank accounts earning a mere 5 percent taxable interest a year. These funds are a wasting asset for
a company and one way of dispersing them is to donate them to a charitable cause in the host
country and claim a charitable deduction in the company’s home country. If the company does nct
have a surplus of foreign tax credits, then the "donative option" could be an attractive possibility.

VA
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Scveral such donations have taken place in Zimbabwe and it appcars that the
Zimbabwe National Family Planning Council, for example, would be an cligible recipient. Such
donations arc complicated but not impossible to arrange. The attraction of them to PVOs is that
the sums involved are usually very large because the administrative difficultics of setting them up
means that it is just not cost cfficient to engage in the process of making a gift for less than about
$100,000. On a worldwide basis, there are more than $150 billion of funds in this catcgory.

A variation of this model of donation is for U.S. based non-profits to acquire by gilt
or purchase less developed country debt on the secondary market and then to redeem it on behalf
ol a project in the debtor country at full value in local currency. (Bolivian debt, for example, is 11¢
on the dollar and Philippine government debt about 50¢ on the dollar.) Very few of these
charitable "debt swaps" have been done. Most have been in the ficld of conservation. They do
represent, however, an opportunity for alert PVOs to bencfit from private sector business’ desire
to reduce its debt and achieve some good public relations in a host country.

Enterprise began a review of this "debt swaps” possibility but, after discussions with
A.LD., shclved further exploration. It is worth further review as a potential source of family
planning funding. On a worldwide basis, it is estimates that there are $10 trillion of funds in the
catcgory which covers both public and private debt.

In addition, one of the very special asscts multinationals have in developing countrics
is their access to hard currency. Hard currency is such a difficult issue for so many less developed
countrics and profoundly affccts their willingness to buy family planning commodities. Thus this
should also be reviewed and explored to see if there are not opportunities for multinationals to use
their international buying power to underpin their own and related commoditics buying programs.
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ENTERPRISE PROGRAM ORGANIZATIONAL CHART
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Appendix J

Recormmend ations

(. Intro® Project Objective and Design Issucs

(1

S&T/POP should review the project design process and the resulting contract to
cnsure that the projeet objectives as written in ihe Project Paper are explicitly
included in the contract,

2. Overall Performance and Strategy

1(2)

2(2)

3(2)

42)

‘The objectives of the Enterprise project, and the prioritics among them, should be
madc cxplicit and clear by ALLD. (in consultation with JSI). A.LD. and Enterprisc
should agree on the best strategy for achicving the priority objectives and amend the
contract as necessary (sce Recommendation 11[8]).

A.LD. should consider cstablishing, if feasible, a "Private Scctor Family Planning
"Technical Advisory Group” (or group with some similar naine), consisting of cxperts
from outside A.LD. who can advisc S&T/POP on privat~ scctor programming issucs.
The intent would be to provide guidance not just for Znterprise, but also TIPPS,
SOMARC, and other projects and programming related to the private sector.

Learning which private scctor family planning approaches will be successful and
under what circumstances should be a major objective during the remainder of the
project.

Enierprisc should follow-up and cxpand on current initiatives to collaborate with
TIPPS and other ceatrally funded projects. S&T/POP should devise strategics and
incentives £ encourage greater collaboration among its contractors.

3. Employment-Basced Subprojects

1(3)

2(3)

The Enicrprise contract should be amended to reduce the target number of
subprojccts. Enterprise shouid consolidate its activities in fewer countries, rather than
expatd to new ones. It should not initiate subprojects in any country in which it docs
not alrcady have a subproject under way.

To sustain the Enterprise approach, a clear objective should be to help create
within a country the political climate and administrative systems that support and
sustain private sector involvement and family planning.

'Recommendations are numbered consecutively in cach chapter. The number in parentheses indicates
the chapter number. Recommendations in bold face are the principal recommendations in the report.
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3(3)  Toinstitutionalize the Enterprise approach at the national level, Enterprise should
analyze and document its experience with the various national policy issucs it has
< acountered implementing its work. This material should be used as a basis for policy
development objectives to be included in the design of a follow-on project.

4. PVO/NCO Sustainability

General,

1(4)  For the remainder of the project, Lnterprise should concentrate on consolidating and
preparing for phasc-out of its clforts with employment-based subprojects.

Subsidics.

2(4)  Given the intent of this project to transfer some costs of service provision to tie for-
profit scctor, sced money (subsidies) should be provided oaly where necessary.
Guidclines for provision of sced money, including cquipment) should be developed
promptly. Enterprisc should seck to learn more about the circumstances under which
continued sced money stould be provided.

3(4)  Enterprisc and TIPPS should collaborate to develop a consistent and accurate cost-
bencfit analysis model as the basis for different types of corporate presentations.

Effectiveness of Service Delivery Subprojects

4(4)  Enterprise needs to install a more uniform approach to collecting service statistics
so that this information can be mecasured and compared by the end of the program.

5(4) In addition to data on scrvice statistics, Enterprise should be collecting data on other
program clements in its MIS. Dccisions should be made concerning which of the
following factors should be included as elements of potential impact:

u Availability of and access to multiple contraceptive methods; and expanding
choice of methods contributes to increased use and continuation;

Quality of selection, training, and supervision of personnel;

Effective IEC (people who are well-informed use a method better and stay
with it longer);

Good logistics;

Costs to users and to thc project;

Spin-off and collaborative working relations with other contractors and CAs;
Coordination to avoid redundancies;

Building on existing expcriecnce and strengths;

Role arnd influence of management;

Government policies.

o
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O(4)  The results of individual subprojects and the collective survey findings, meluding
facus group discussions, should be written up and lessons learned extracted for the
design of a follow-on project.

Closts_lssues?

7(4) The Office of Population should decide what its precise goals arc in the arca of
costs per accepior and costs per CYP. ALLD. and Enterprise should then come to
agreemen? on how (o caleulate these costs. Efforts 0 understand the circumstances
under which some subprejects costs are high while others are low should supplant
recent across-the board ¢fflorts by Enterprise to demonstrate that subproject costs
arc lower than they initially appear to ALLD.

8(4)  Rather than invest further effort in trying to manipulate subproject cost fligures to
lower them across the board, the project should carry out an analysis to determine
which subprojects are the most cost-effective and which the least, and, further,
determine what operating principles can be derived from this knowledge to improve
outcomes during the rest of this project and in a follow-on project (sce
Rccommendation _[7]).

Sustainability.

9(4) Enterprise should analyze what can realistically be expected in the arca of
sustainability and develop guidcelines for future activitics. This may resull in an
expansion in the definition of sustainability to inciude projects that require some
modest elements of financial support from governments or donors.

10(4) Enterprise should develop a thorough institutionalization strategy with a checklist
of objectives, including the establishment of management/union agreements about
the status of company programs. It should also scek to include the maintenance of
its succession in the job description of key managers. At the conclusion of the
project, the company should be left with a succinct, jointly-devcioped "owners
manual” to support the long-term management of service delivery.

11(4) Enterprise should experiment with different combinations of inputs for start-up costs
with schedules for progressive phase-out of Enterprise funding once the project is
established. These might include linking the firm to established family planning
organizations, cither PVOs or parastatals, for on-going technical assistance and for
continuous s1pply of contraceptives.

12(4) The establishment of arrangements for on-going IEC work with employees and the
regular training of company staff in service delivery must exist at the conclusion of
Enterprise’s involvement in a subproject. In some cases and countries, this support
will need to he provided by government or commercial health-care providers.

"These recommendations hold both for employment-based and other service delivery subprojects.

B
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13(4)  "The priority to TEC should be increased. Tt may be necessary to impress on company
officials that the purpose of TEC work is to alter the nature of "demand” to change
it from passive "don’t want any more children” responses in surveys Lo motivating
people actively to discuss and demand contraceptives.

5. New Business Ventures

{(5) No new PVO activitics should be initiated aimed solely at PVO strengthening or
PVO sclf-sustainability. Instcad, work with PVOs should focus on activitics to enable
PVOs 1o market training, IEC, and other technical services to private seetor entitics
ior_a fee--what JSI has called the "syncrgistic approach.”

255 Enterprise should review host government and A.LD. policics that may be inhibiting
PVO subproject cconomic activity and suggest any changes that it dcems necessary
to cnable more activitics to take place.

6. Implcmentation: Other Program Activitics

1(6) The "New Business Ventures” category should be dropped. Subprojects now classified
by theme as “vew business ventures” should be reclassified under onc of the project’s
original catcgorics (presumably PVO sustainability or markct-based commercial
channcls). No cfiorts should be made to start new business venturcs not dircctly
rclated to family planning.

2(6)  In any prcgramming initiatives that arec undertaken between now and the end of the
project, more attention should go to cxploring systematically options with market-
based commercial channcls as sct forth in the project, cven if these do not lead to
iramediate gains in acceptors.

7. Management

1(7) 1t may be appropriate for Enterprise to provide advice to USAID missions when
requested, but the project should not seek such situations and should not feel
compelled to devclop a subproject in every country in which it provides technical
assistance. fn some cases it will be appropriate for the mission to initiate private
sector activities as part of its own bilateral project.

Project Organization and Staffing
1(8) The Enterprise project should hire additional staff with expertisc in the private

sector perhaps as short-irm consultants or advisors. The Office of Population should
attempt to determine how other private sector projects (TIPPS and SOMARC) have

\ e
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A(8)

5(8)

1.5 .

solved the problem off ALLD. salaries. Consultants with private scetor expertise might
he hired.

Subproject development and monitoring (including backstopping and the provision

of technical support to subprojects) should become less centralized. The lines of

authority should be altered to provide more responsibility for decision making to the
project monitors and regional stalf.

Enterprise should place more staff in its regional offices and give these offices
greater aathority to develop and implement subproject activitics. This is desirable
now o the extent it is feasible and practical and essential for a follow-on project.
The roles and responsibilities of the regional advisors need to be clarificd.

Where possible, Enterprise should attempt to hire in-country representatives in all
countrics where the program has a substantial amount of subproject activity. In-
country representatives could play a major role in the consolidation and information
dissemination acdvitics that should be carricd out during the remainder of the
project.

If it remains impossible to identify a CTO with commercial sector expertise, technical
advice should be provided in this arca on an ongoing basis.

Financial Management

6(8)

7(8)

A.LD. should carry out a study to review the subproject development and
implcmentation costs associated with centrally funded projects that bave a worldwide
basc. This would help (o identify ways of better understanding these costs, so that
they might potentially be reduced, not only for Enterprisc but o aer futuse programs
as well.

A.LD. and JSI should :nodify the budget categorics as needed to accord with changes
in the project sirategy recommended cisewhere in this report.

MIS and Evaluation

8(8)

A8)

The project should proceed with its efforts to develop a comprechensive MIS that
can be used as an cffective tool for both monitoring and evaluation. The MIS shouid
gather not only service statistics but also qualitative information about activities such
as training, IEC, motivation and spin-off cffects thai may have occurred.

Criteria to be used for cvaluating projc:t performance and success (and thus also
the performance of the contractor) should be determined as part of agrecing on
projcct objectives (see Recommendation 1]2]). A limited number of basic categorics
and the criteria for judging effcectivencess should be agreed upon. ALD.’s CTO and
Enterprise’s evaluation specialist should take the icad in this activity.

I
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Iarning which private scctor family planning approaches will be successful and
ander what circumstances should be the major objective during the remainder of this
project. Enterprise stafl should analyze systematicaily and thorouphly what has been
lcarned and what questions remain unanswered. A serics of working papers should
be produced reflecting the conclusions reached. Papers might be developed on the
following:

Sclf-Evaluation

Enterprise should rank all its subprojects to identify those judged by the
project to be most effective.

[essons Learned Within Subproject Cateporics

This would inchide preparation of background documents (analyses or issucs
papers) on what is known to dite (inciuding both expericnce of others prior
to Enterprise and what has been learned through Enterprise) on the five
major types of programming undertaken to date.

Employment-based family planning: What works _best.

Such a study would need to differentiate among the various types of work
sites: those where most employees are women; those where most emnployees
ar¢ men but the employer provides health care to dependents; and those
where most employee: are men and the employer provides no services to
dependents.

Health-care markets: Such a study should include documentation on problems
cncountered and colutions found.

Helping PVOs to become more businesslike.

Helping PVOs provide technical services to private companies and other
organizations that provide family planning to individual users (the PVO-
commercial sector synergy approach).

Helping family planning organizations to launch new business ventures.

These analyses should be initiated immediately and preliminary papers
completed within a matter of weeks. Issues for which answers do not
currently exist should be identified. The documents produc:d should be used
immediately and during the rest of the project to guide decisions about how
best to invest A.LD. funds.

Lessons Learned: Cross-Cutting Issues

Sustainability. This should analyze what can realistically be expected in the
area of sustainability {see Recommendation 9[4])
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Cost-cffectiveness. This should look at which scrvice delivery subprojects arc
more cost-clfective and which arc less so (sce Recommendation 7{4]).

- Costs. 'This should look at costs of providing family planning scrvices through
the private scctor,

Present categorization efforts should be set aside and subprojects  reclassified
according to the main categorics set forth in the project design: PVO/NGO;
Cmployment-based/eri Ay ce benefit plans; and "Health care market.” The category
of New Business Ventaes should be dropped. "NGO/PVO" should be used only for
organizations that arc truly private, non-governmental organizations. Subcategorics
and cross-cutting categorics (c.g., service delivery) could then be adopted that
correspond to the terms of the project design (as well as to terms used in the
private scctor).
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